DOCUMENT RESUME

ED 258 038 CE 041 774
TITLE Supply Management.
INSTITUTION Marine Corps Inst., Washington, DC.
REPORT NO MCI-30.20 ]
PUB DATE 19 Sep 84 '
NOTE 62p.
PUB TYPE Guides - Classroom Use - Mater als (For Learner)
(051)
EDRS PRICE MF01/PC03 Plus Postage.
DESCRIPTORS Administration; Administrator Education; Adult

Education; Behavioral Objectives; Continuing
Education; *Correspondence Study; Course
Descriptions; *Decision Msking; *Goal Orientation;
Individualized Instruction; Learning Activities;
*Management Development; Military Training; *Office
Management; Study Guides; *Supplies

ABSTRACT

Developed as part of the Marine Corps Institute (MCI)
correspondence training program, this course on supply management is
designed to provide the supply chief with an understanding of the
fundamental functions of supply management as it applies to a supply
office. Introductnry materialec include specific information for MCI
students, a course introduction, and a study guide (guidelines to
complete the course). The 15-hour course contains four study units.
Each study unit begins with a general objective. The study units are
divided into numbeved work units, each presenting one or more
specific objectives. Contents of a work unit include 4 text and study
gquestions/exercises. Answer k2ys are found at the end of each study
unit, At the end of the course is a review lesson. TopiCs covered in
the study units include functions of management {planning,
organizing, directing, controlling), decision-making process,
?rga?izing and wmanaging the supply office, and setting goals.
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INFORMATION
FOR

MCI STUDENTS

Welcome to the Marine Corps Institute training program. Your interest in
self-improvement and increased professional competence .. commendable.

Information is provided below to assist you in completing the course.
Please read this guidance before proceeding with your studies.

1. MATERIALS

Check your course materials, You should have all the materials listed in
the “Course Introdiction.” 1In addition you should have an envelope to mail
your review lesson back to MCI for grading unless your review lesson answer
sheet is of the self-mailing type. If your answer sheet iS the pre-printed
type, check to see that your name, rank, and social security number are
correct. Check closely, your MCI records are kept on a computer and any
discrepancy in the above information may cause your subsequent activity to go
unrecorded. You may correct the information directly on the answer sheet, If
you did not receive all your materials, notify your training NCO., If you are
not attached to a Marine Corps unit, request them through the Hotline (autovon
288-4175 or commercial 202-433-4175).

2, LESSON SUBMISSION

The self-graded exercisgs contained in your course are not to be returned
to MCI. Only the completed review lesson answer sheet Should be mailed to
MCI. The answer sheet is to be completed and mailed only after you hav:
finished all of the study units in the course booklet. The review 1esson has
been designed to prepare you for the final examination.

It is important that you provide the required information at the bottom of
your review lesson answer sheet if it does not have your name and address
printed on it. In courses in which the work is submitted on blank paper or
printed forms, identify each sheet in the following manner:

DOE, John J. Sgt 332-11-9999
08.4g, Forward Observation
Review Lesson

Military or office address
{RUC number, if available)

Submit your review lesson on the answer sheet and/or forms provided.
Comptiete all blocks and follow the directions on the answer sheet for
mailing. Otherwise, your answer sheet may be delayed or lost. If you have to
interrupt your studies for any reason and fina that you cannot complete your
course in one year, yoJd may request a single six month extension by contacting
your training NCO, at least one month prior to your course completion deadline
date. If you are nut attached to a Marine Corps unit vou may make this
request, oy letter. Your commanding officer is notified monthly of your status
through the monthly Unit Activity Report. 1In the event of difficulty, contact
your training NCO or MCI immediately.




STUDY UNIT 2

FUNCT IONS OF MANAGEMENT

STUDY UNIT OBJECTIVE: UPON SUCCESSFYL COMPLETION OF THIS STUOY UNIT, YOU WILL BE
ABLE TO IDENTIFY THE FOUR FUNCTIONS OF MANAGEMENT: PLANNING, ORGANIZING,
OIRECTING, AND CONTROLLING.

Enlisted personnel are not initfally accepted into the Marine Corps as “managers.*
They do have some knowledge or skill that the Marine Corps develops %0 accomplish its
mission. Eventually, some enlisted personnel who perform effectively are given positions of
leadership. These major changes and challen?es present some problems for most new managers.
As 8 supply chief, the new manager soon realizes that the technical skills that he has
mastered are insufficient in facing the multitude of situdtions which wil) demand
solut'ons-.not the text book solution, but the manager’s own solutfon.

The supply chief has a varfety of functions. These can be so numerous that at times
there is a feeling of uncertainty and you may start to wonder why:

Why are there never enough people or time to accomplish a task properly?

Why, when [ want somwething done right, 1 have to do 1t myself?

Why edch day brings a new crisis?

Why everything piles up on me at one time?

Why are the people working for me technically deficient or lacking in enthusiasm?

There s no doubt about it, very few jobs are more difficult than that of a supply
manager; however, there are Tew jobs more interesting. Supply chiefs will discover that an
understanding of the management concepts, along with technical skills, will make the job more
rewarding to the unit they support and to themselves.

Section [. PLANNING
Work Unit 1-1. PLANNING DEF INED
DEFINE PLANNING.

To be prepared tor anticipated, routine, or contingency tasks f: ¥ood planning. When
reporting to 2 new command, the new Supply chief will use certain available tools to establish
a successful plan. Some of these tools are the unit's T/0 mission, published training plans
by the commanding officer's operations staff (S-3), non-published major projects or
contingency plans for other areas of the unit, and pending projects within the supply support
areas. In considering all of these samplings, a supply chief would define planning as “Where
you want to go, how you are going to get there, and when will you arrive.* When reporting to
a new comand, discussions should be held with the supply chief who is being transferred about
the plans presently in effect that are vital to the wnit. This will avoid disrupting efforts
already underway.

EXERCISE: Answer the follonin? question and check your answer 8gainst the ong¢ 1itted at the
end of the study unit.

1. Define Planning.

Work Unft 1.2. CHARACTERISTICS OF A PLAN
LIST THE FOUR CHARACTERISTICS OF A BENEY SCTAL PLAN,

The ability to make and carry out good plans is one of the most v.luable assets a
manager may possess. Competent planning ensures essy, smooth, and certah completion of the
Job. Good plannina makes work easier, because the people to whom & task {5 assigned will know
fn advance where they are going, how they will get there, and when they shuuld arrive. A
beneficial plan also helps the personnel in your supply section to understand the overall plan
and their place within it.

In formulating a beneficial plan, there are four characteristics that should be
considerea.

1-1




7. RESERVE RETIREMENT CREDITS

Reserve retirement credits are awarded to ii.active duty personnel only,
Credits awarded for each course are listed in the "Course Introduction."
Credits are only awarded upon successful completion of the course. Reserve
retirement credits are not awarded for MC1 study performed during drill
periods if credits are also awarded for drill attendance.

8. DISENROLLMENT

Only your commanding officer can request your disenrollment from an MCI
course. However, an automatic disenrollment occurs if the course is not
compieted (including the final exam) by the time you reach the CCD (course
completion deadline) or the ACCD (adjusted course completion deadline) dete.
This action will adversely affect the unit's completion rate.

9. ASSISTANCE

Consult your training NCO if vou have guestions concerning course
content, Should he/she be unable to assist you, MCI is ready to heln you
whenever you need it. Please use f.e Student Course Content Assistance
Request Form (1SD-1) attached to “he end of your course booklet or call one of
the AUTOVON telephone numbers listed below for the appropriate course writer
section.

PERSONNEL/ADMINISTRAVION 288-3259
COMMUNICATIONS/ELECTRONICS/AVIATION

NBC/INTELLIGENCE 288-3604
INFANTRY 288-3611
ENGINEER/MOTOR TRANSPORT 288-2275
SUPPLY/FOOD SERVICES/FISCAL 288-2285

TANKS/ARTILLERY/ INFANTRY WEAPONS REPAIR
LOGISTICS/EMBARKATION/MAINTENANCE MANAGEMENT/
ASSAULT AMPHIBIAN VEHICLES 288-2290

For administrative problems use the UAR or call the MCI hOTLINE: 288-4176.

For commercial phone lines, use area code 202 and prefix 433 instead of
282,
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Welcome to the Marine Corps
InAtitute correspondence training pro-
gram. Ry enrulling in this course, you
have shown a desire to improve the
skills yau need for effective job perfor-
mance, and MCI has provided materials
to help you achieve your goal. Now all
you necd {8 to develop yvour own method
for using these inaterials to best advan~
1age,

The followiug guidelines present
a four-part approach to completing voar
MCI courge successfully:

1. Make 8. ""reconnaissance’” of
your materials;

2. Plan vour study rice and chnose
o good study enironment:

3. Study 1haroughly and svstem-
ancally:

4, Prepare tor the final exam,

I. MAKE A "RECONNAISSANCE” OF
YOUR ALVEERLALS

Begin with a laok a1 the course
intreducnion page.  Kead the COURSE
INTRZDU CTION 1o got the “blg picture”

of the course.  Then vead e MATERIALS

gection near thv hottom of the pugre 10
flud out v hich texi{at aud study gldg von
should have recvived with the cowrse.

If uy of the lialed marerials are miss«
fng. sve Information for MCI Studetns
to find o how to get them,  IF vou have
everything thar {s ligied, vou are rundy
to “recomoiter’ vonr VICT course,

Read through the 1able{s) of cone
tents of your textis), Nowe the varions
subjrcts covervd in the course and the
order in which they are 1aught,  [oeaf
through the texi(s) and ook ot e fHiuge

MOU-C® <0C~H®

trations. Read a few work unit ques-
tlons 1o get an {dea of the types that are
asked. If MCI provides other study
atds, such as a slide rule or a plotting
boatd, familiarize yoursell with them.
Now, get down 1o specifics’

Jl. PLAN YOUR STUDY TIME AND
CHOOSE A GOOD STUDY ENVIRON-
MENT

From looking over the course
materials, vou should have some idea
of how much study you will need to come
plete thig course. But 'some idea” {8
not enongh. You need to watk up a
pet:sonal siudy plan: 1he following steps
should give you some help.

@ Ger a calendar aitd mavk thase
days ol the weck when You have 1ime
firoe forr study, Two study prriods per
week, cach lasting 1 to 3 hours, arc
asuggesied for completing the minfmum
o sty unitg reguived vach month by
MCI OF course, work and vther
schedules arve nen the same for evervone,
The huportand thing is that vou gchedule
a reglar time fur sludy on the same
dayvs ui cach week,

Read the course tnm-oduction

puge again. Fhe section marked ORDER
OF STUDES 1e0lls von the number of
AStnly miits in the cout'se and the appros -+
im:me pwnher of stndy hour's you will
need i complete each siudy i, Plug
these study hours {ho_vour scheduly,
For esample, if vou get aslde 1wo 2-hour
smdy perinds cach week and 1he ORDER
OF STUDIES esiiniates 2 atudy hours for
your st sindy unit, vou could easily
schedule and complete 1he first study
unit in one study pertods On your calen=
dar vou would mark "Study Unit 1" o9 the
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appropriate day. Suppose that the
second Study unit of your course re-
quires 3 study hours, [n that case, you
wo ld divide the study unit in half and
work on each halr during a separaie
study period, You would mark your
calendar accordingly, Indicate on your
calendar exactly when you p'an to work
on each study unit for the entlre course,
Do not forget to schedule one or tuwo
study periods to prepate for the fiual
esam,

@ Stick to your schedule,

Besides planning your study
tiine, vou ghould also choose & sStudy
caviromment that is right for you. Most
people need a qulet place ror study, like
a libraey or a reading lounge; other
people study hetter whece there ig hacke
ground music: still othera prefer to study
outeof«doars. You nst choosr yaul’
study environmaua carefully so rhat it
rits vour individual needs,

1L STULY THOROUGHIL.Y AND
SYSTEMATICALLY

Armed with o wovkable schedalo
and situated in a good study viivjromment
you are now vrudy to siiack your course
study unft by study unit. "To begin, turn
to the first page of study unit 1, On this
page you will find the study unii objective,
a statement of vhat you should be able to
do after completing the study unit.

DO NOTF hegin by reading the
worhk wuit questions and Nipping through
the text for answers. 1f you do so,
vou will prepare to fail. nor pass, ihe
flnal ¢xam, Instead, proceed ag rol-
lows;

Read the ohjective for 1he
first work unit and then vead the vwork
unrt test carefully, Make notes un
the ideas yvot leel wre imputaant,

Without referring to the test,
angw er the gquestions at the end of yiw
work omi,

@ Check vour auswers againgt
the correct ohes ligted al the ¢nd of
the gtudy unit,

@ I you migs any of the questions,
restiady the work amit untl) You qudetstand
the eovvict pesponse,

(o on to the nest work unit and re-
peat strepg through untll you have come
pleted &'l the work units in the study unit.
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Follow the same procedure for -ench
study unit of the esurse. if you have
problems with the text or work unit questions
that You cannot 8olve ol vaar own, ask
your section O1C or NCOIC for help. If
he cannot aid you, request assistance frowm
MC1 on the Student Course Coment Assgig-
ance Request inciuded with this course,

When you have finished all the study
units, complete the course review lesson,
Try to answer each question without the aid of
reference naterials. flowever, {f you do not
know an answer, look it up. When you have
finished the lesson, take it to your training
officer or NCO for maliling to MC1l, MCl
will grode it and send you a fredback sheet
listing course references for any questions
that you miss.

Ve D'REPARYE FOR THE FINAL £XAM

F
A

o
w

Ilow dun vou prepare for the Iinal
esam? Follow these four stepss

Heviru each study ohit objectlve
as & summary of what was taught in the
coulse.

@ itereatd ati portions of the text
thay Vo found preticularly diffic tit,

Riview all tht work unlt guestions,
paving special atienrton 10 those yost missed
thes fivst tipwe arooud,

@ Study the course review
lesaon, paving partictlar attention
to the questions you missed,

If you follow these aimple
steps, you should do well on the
finals GOOD IXCK!




SUPPLY HANAGEMENT
Course Introduction

SUPPLY MAMAGEMFNT 15 designed to Provide the supply chief with an understanding of the
fundanental functions of supply management as 1t applies to an FHF supply office,

APMHINISTRATIVE INFORHATION
ORDER OF STUDIES

Study Init Study
Hurther Hours Subject Hatter

Functions of Management
Decistion Making Process
Organizing and Managing the
Swpply Office

Setting Goals

REVIEW LESSON

FINAL EXAMINATION

W
'.-ri W -o-owl

- -

RESERVE RETIREMEWT

CREDITS: 5

EXAMIHATION: Supervised final examination without text or notes; time Jimit, 3
hmrs.

HATERIALS: M1 9,20, Supply Mana nt

Review lesson and answer sheet

RETURN OF

MATERIALS: Students vho successfully conplete this course are permitted to keep
the course mater{als,

Students disenrolled for inactivity or st the request of their
cormanding officers will return all course materials,

Ay LA Lo 2t o o] - - -

SOURCE MATERIALS

WO Pad0D, 1240 FHF_SASSY Accounting Manual Volume 111,
]

wn
MCO PAAND, 1 26C FIF SASSY Accounting Manual Volume ¥, May
N

NAVTRA 10118 Hﬂiu? Eauirements for Senfor and Haster
L L] car,

ef Pe
HarTne Corps Service support Schools,
Curriculim, Jan 198D

HOW TO TAKE THIS COURSE

This course contains 4 study uni*s, Each study unit hegins with a general ohjective that
15 & statement of vhot you showld learn from the study unit, The study units are divided into
nimhered vork units, each presenting one or more specific ohjectives, Read the objective(s;
and then the work unit text, At the end of the work unit text are study questions that you
should he ahle to answer without referring to the text of the work unit, After answering the
questions, check ynur answers against the correct ones Jisted at the end of the study unit,
If you miss any of the questions, you should restudy the text of the work unit untfl you
understand the correct responses, When you have mastered one study unit, move on to the
next, After you have ccnaleted all study units, complete the review Yesson and take 1t to
your training officer or NCO for mailing to ICI, MCI vil) maf) the final examination to your
training officer or NCO when you pass the review Jesson,
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STUDY UNIT )

FUNCTIONS OF MANAGEMENT

STUDY UNIT OBJECTIVE: UPON SUCCESSFUL COMPLETION OF THIS STUDY UNIT, YOU WILL BE
ABLE TO IDENTIFY THE FOUR FUNCTIONS OF MAMAGEMENT: PLANNING, ORGANIZING,
DIRECTING, AND CONTROLLING,

Enlisted personnel are not inftial Imeptul into the Marine Corps as "managers.®
They do have some knowledge or skill that the Marine Corps developt %o accomplish its
mission, Eventually, some enlisted parsonnel who perform effectively are given positions of
leadershiP, These major changes and challe present some problems for most new managers,
As 2 supply chief, the new manager $oon realizes that the fcal skills that he has
mastered are insufficient in facing the multitude of situations which will damand
solut!ons-«not the taxt book solution, but the manager’'s own solution,

The supply chief has a varfety of functions, These can be 30 numerous that at times
there i a feeling of uncertainty and you may start to wonder why:

Why are there never enough people or time to accomplish & task properly?

Why, when | want sonething done right, 1 have to do it myself?

Why each day brings a new crisis?

Why everything piles up on me at one time?

Why are the people working for me technically deficient or lacking in enthusiasm?

There is no doubt about it, very few jobs are more difficult than that of a supply
manager; however, there are Tew jobs more interesting. Supply chiefs will discover that an
understanding of the management concepts, along with technical skills, will make the job more
rewarding to the unit they support and to themselves,

Section 1. PLANNING
Work tnft 1-1. PLANNING DEF INED
DEFINE PLANNING,

To be prepared Yor anticipated, routine, or contingency tasks it plamning. When
reporting to 8 new command, the new supply chief will use certain svailable tools to establish
8 successful plan, Some of these tools are the unit’s T/0 mission, published training plans
by the commanding officer's operations staff (5-3), non-published major projects or
contingency Plans for other areas of the unit, and pending projects within supply support
aress, In considering all of these samplings, 3 supply chief would define Planning as “Where
you want to go, how you are going tog:ttmc. and when will you arrive.® When reporting to
8 new command, discussions should be held with the supply chief who fis Inins transferred sbout
the plans presently in effect that are vita) to the unit, This will avoid disrupting efforts
tlreddy underway,

EXERCISE: Answer the following question and check your answer against the one litted at the
end of the study unit.

1. Define Planning,

Work Unft 1-2, CHARACTERISTICS OF A PLAN
LIST THE FOUR CHARACTERISTICS OF A BENEFiICIAL PLAN,

The ability to make and carry out good plans is one of the most valuable assets @
manager may ‘mms. Competent pIuming ensures essy, smooth, and certain completion of the -
job, Good planning makes work easier, because the peobPle to whom & task is assigned will know
in advance where they are going, how they will get there, and when thay should errive. A
beneficial plan also helPs the personnel in your supply section to understand the overall plan
and their place within 1t,

In formulating a beneficial plan, there are four characteristics that should be
considerea.




a, CLEAR DEFINITION: 1In planning for any action there can be only one major objective
which must be clearly defined and understocd before proceeding with anything else. The
importance of the major objective may vary in size. ir may consist in having to supply
transactions, formulate a budget, fssue assets, conduct & finventory, or you may have to
conduct 2 maior relocatfon of warehouse stocks. When the objective 1s clearly defined, not
only can you visualize what s to be achieved, but you can also realize the resources Such as
people, equipment, time, facilities, and funds that will be required to achieve the objective.

b. SIMPLICITY: A plan doesn't necessarily have to be sophisticated or complex to be
good. By keeping a plan as simple as possibie, you will reduce ccafusion and atd those
fnvolved to understand more easily.

c. FLEXIBILITY: cven the best 131d plans can be disrupted by events which could not be
foreseen. 10 compensate for urexpected events, a plan should be flexible. Ofsruptions slow
down the progress toward the completfon of a good plan. Flexibility allows quick response to
unforeseen cbstacles and preventt the personnel involved in the plan from becuming
discouraged. A good example of this is when the annuadl physical inventory s underway and a
company enters the supply area requesting tssue of individual equipment. The supply chief, by
not anticipating this unexpected {ssue of equipment, is forced to stop the inventory process
and 1ssue the gear (if determined v1ital), then he has to start his count a1l over again.

There are times when situatfons Yike this will occur; however, they can usually be avoided by
first checking with supported organizations when in the planning stage.

In another sftuation for example while the supply organization was ambitfously packing
and crating its assets on hand for deployment, customers were easily issued indfvidua)
equipment, maintenance parts, etc. This was done because the supply chief through previous
contact with its customers had become aware of their possible demands; therefore, he provided
the warehouse chief with the requirements to be filled and at the same time he gave more
flexibility to the pre-deployment packing plan.

Timing 15 another cructal factor in determining how flexible a plan must be. It
dead) fnes for tasks are imposed and timing becomes a major factor, ft should be wade clear to
the authorities who can adjust the priorities for supply operatfons and for support to its
customers. Personnel affected by the change in timing or by other factors in 3 plan should be
made aware of the sfituation as soon as possible to avofu unnecessary conflict.

d. ECONOMY: Cost 1s not only determined by the dollar value for accompliishing & ptan,
but it 15 2730 determined by the materfals, equipment, time, and personnal required. In
determining whether a plan is economical or not, you should consider the impact the plan will
have on other routine or lfong range projects. The supply chief of Znd Battalfon is planning
to replace a large portion of his mount-out boxes for his bulk storage units hefore deployment
as a battalfon landin? team afloat. Is the plan too costly in dollars? Are there enough
sk111ed personnel avaflable to prepare the boxes? 1S there enough time to assemble and
waterproof the boxes, relocate the stock, update the locator decks, and revise the embarkatfon
plan? Wil materfals handling equipment he available to move bulk storage containers while
afloat? The questions the supply chief has asked himseif are al) objective in determining the
economical advantages to planning.

EXERCISE:  Answer the following question and check your answer agafnst the one 1isted at the
end of the study unit.

1. List the four characteristics of a benefictal plan.

a.
b.

c.
d.
Work Unit 1-3. LONG TERM PLANNING
STATE THE PERIOD OF TIMF REQUIRED BY LONG TERM PLANNING.
NAME THE MANAGEMENT LEVEL CONCERNEO WITH LONG TERM PLANNING.

Long term planning in the Marine Corps can be defined as follows. A 1on? ters plan is
needed when 1t s necessary to attain a major overhaul or & new procedure or policy that is
implemented over a long perfod of time. It can be with or without Intermedfate goals leading
to 1ts completion. A long range plan can bring a sudden change in procedures or policies or
the Introduction of new equipment.
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Overall, a long rang plan relates to that which 15 tu be achieved In the distant future. With
the advent of the Marine Corps Unified Material Management System (MUMMS) in 1967, the Marine
Corps started experiencing problems with a mechanfized general support echelon which supplied
material to a vast network of manually run using accounts. Therefore, the need for the
Supported Activities Supply System (SASSY) arose and was consegquently plaried. This long
range plan consisted of a high level supervision project that required ihe approval of the
Cuomandant of the Marine Corps, in addition 1t required automatic data processing (”.0f)
hardware which had to be purchased after obtaining the approval of the Department of Defense.
This plan took an excess of five years (common for long term planning) to be fully
fmplemented; 1t contained intermediate gouls which were reached before the total ohjective was
sccomplished. Like mast long term plans ft was done at nigher levels of command (f.e.
Division, Wing, CMC, or 000 levels).

EXERCISE: Answer the following questions and check your answers with those listed at the end
of the study unit. '

1. State the period of time required by Yong term plans.

2. Name the management level concerned with :ong term planning.

Nork Unft 1-4. SHORT TERM PLANNING
NAME THE MANAGEMENT LEVEL CONCERNED WITH SHORT TERM PLANNING.
STATE THE PERTOD OF TIME ASSOCIATED WITH SHORT TERM PLANNING.
NAME THE LEVEL OF MANAGEMENT OF THE SUPPLY CHIEF.

Like long term plans, a short term plan may consist of major overhauls, new policies,
procedures or the introduction of new equipment. However, the : »t term plan consists of
those changes which are implemented at lower levels of control (i.e., regimental, battalion,
or the supply section). Short term planning 1s normally completed on a day-to~day basis and
1t may Yast as long as a year. The period of time a:sseiiated with short term planning 1s th
immediate future. This plan often consists of simple refinements or improvements to make
supply functions more effective and effictent. Short term plans for the <upply section ard
based on the needs that the supply officer and supply chief can determine from annual and
quarterly training plans, changes in unforeseen requirements, or changes in logistical
support, An effective way for the supply chief to forecast a need for short term planning is
to establish a constant Yiaison with the operations section at the various levels through his
logistics chief (S-4). The supply chief's position 1S the level of management associated with
short tarm planning; in other words a supply chief is a first 1ine supervisor.

EXERCISE: Answer the following questions and check your answers against those 1isted at the
end of the study unit.

1. Name the management level concerned with short term planning.

2. State the perfod of time associated with short term planning.

3. Name the level of management of the supply chief.
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Sectfon II. ORGANIZING
Work Unft 1.5, INTRODUCTION TO ORGANIZING
DEFINE ORGANIZ INC
LIST TWO FACYORS WITH YAICH ORGANII'NG IS SPECIFICALLY CONCERNED.

A manager may be able to devise exc.lient plans, but the assistance of subordinates is
necessary to accomplisn the objective. [n order to work effectively toward the accomplfshment
of objectives, a structure of roles must be designed. This 15 the purpose of the management
function of organizing.

Organizing is the process whereby a manager attempts to arrange elenents into 8 whole
of interdependent oarts. For example, &8 discussed 1n planning, & plan may contairn
intermediate goals. These goals when properly assigned constitutes the organizing required
for the attainment of the overall objective. Assignments if jobs and the relationship among
peopte are two important factors which constitute organizing.

Job assignments should be clear and demand definiie established dutfes. The supp)
chief should make job sssignments based on the capability of the individual. An individual's
capability can be 1mgaired by the lack of rank, knowledge, technical skills, or any other
weaknesses observed by the supply chief who assigns tasks to that individual.

To avoid misuse of individual strengths and weaknesses, the supply chief should
organize keeping in mind the strengths and minimiZe the weaknesses of the fndividual. Also,
the supply chief should ensure that the individuals assigned to jobs are aware of their own
responsibilities and those of others to arrive at a complete understanding and timely
executfon of those responsibilities.

Job relationships among people, the second factor in organizing, are accomplished when
each supply person understands his responsibility to his job gssignment and his responsibility
for direction and support of other personne! within the supply unit. Each individus) should
reslfze his place and responsibility within the plan. The supply person should know as much
3s possible about the status of others in the plan to better understand the importance of his
function and the impact on the overall plan.

EXERCISE: Answer the following gquestions and check your answers against those 1isted at the
end of the study unit.

1. Define organizing.

2. List two factors with which organizing 13 specifically concerned.

b.

Work nit 1.6. PRIN.IPLES OF ORGANIZATION
LIST THE FOUR PRINCIPLES OF ORGANIZATION.

There are four principles which are the basis for & well run organization the{ are:

{1) unity of command, (2} span of control, {3) homogeneous assigmments, and (4} de egation
of authorfly. If a mansger negliects to follow any one of the four principles, it is hi? Iy
probable that problems will arise in the organization and will cause some degree of faflure.

s. Unity of comand. This principle of organization says, in effect, "No person should
have more than one manager on any single function.” However, this does not mean that any one
person cannot report to more than one manager.

In other words, managers who have subordinates responsible for additional dutfes or
another project must make sure that the individual is aware of his appropriate chain of
command. The supply chiaf must honor his subordinates' chain of commend outside his realm of
authority so as not to disrupt or create confusion for the individusl who is subordinate to
him. For example, & Marine lance corporal may have been assigned regular dutfes as a
warehouseman, but he will also have the additional duty of fire team leader to & tactical
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contingency force, such as riot-control. If training commitments and vital supply operations
conflict su that the lance corpora' becomes confused as to whom he or she s obligated first,
the suppi{ chie! should arrange a meeting or 1{aison within the chain of command for the
individual. In no way should the sup?ly chief allow the individual subordinate to determine
or influence the solution of the conflict based on his personal desire. To ensure the
effective b:mration of this principle of organization, unity of commend, there are three steps
that can taken:

{1) Oisph{ a chart of your organization prominently. This will emphasize proper
channels,

{2) Instruct the members of your unit to refer to you, the supply chief, anyone who
has questions about any changes or orders involving his functions.

{3) Allow no exception to he made in unity of comsand.

The effective application of this principle by using the above methods will contribute towards
the efficiency of your supply section.

b. Span of control. This principle pertains to the number of people one menager can
supervise diractly. 1s very important to you, since there is only so much time in a day.
Your engrgy is 1imited, and you can give your personal attention to only a certa’n number of
activities. The supply officer and chief rely on their NCQ's in mmag:ong 4 supply unit. The
experfience and abilfties of your NCO's will play a vital role in how broad a span of control
they can have within your supply unit. For example, 1f you have an NCO with very 1imited
experience, it would be quite difficult for that NCO to supervise a large number of people
performing a highly complicated job. On the other hand, if you have an NCO with experience
and proven ability, you are able to broaden the number of people that can be supervised by
that NCO. Other factors that should be given consideration are the . .stance between the
manager ond the subordinates, as well as the time period in which a job must be completed.

¢. Homogeneous assignments. These are tasks that dedl with all phases of a single job.
It altows one MarTne t0 see nis complete role and the whole scope of one function in a supply

operation. For example, if the (MR clerk is also 1ssigned duties as the garrison mwt{
NCO, then he becomes the single point of contact within the supply office for property held by
responsible units. This job Includes processing all gains and losses of any type within the
responsible units as well as inventory and reconciliation of those propert{ accounting
records. Tha clerk 15 the duty expert within this area of zroperty contro) because the job
amcompasses 311 the facets of accounting for oroperty held by responsible units. If the job
was divided among two or more clerks, none would be able to grasp the whole picture. In other
words the person becomes acquainted with 3 function from start to finish and will derive from
it personal pride and 3 sense of accomplishment. This p.inciple doesn’t remove the need for
cross training so that others can f111 in on routine jobs not being accomplished due to the
dbsence of the regular person.

d. Delegation of authority. This principle is dafined in brief in the Marine Lorps
Manual as g:m ng auliorTty to subordinates to assist in the performance of functions.
t

However, full responsidbility for the performance of those duties is not delegated. The
supply officer has full responsibility for the supply account. This responsibility is to the
commandig officer of the unit. The supply officer in turn delegates the authority to the
supply chief that 1s needed to properly execute and accomplish particular functions with
supply operations. The supply chief further delegates authority and assigns responsibility
which if properly fssued, siimulates all the characteristics of planning rwwiously
discussed}, especially “span of control.® 1In a supply unit delegation of authority should go
no lower than a functional area where a supply NCO can normally exercise his authority as an
NCO. For example, a sergeant and corporal mrki:g in an office and warehouse respectively
would be delegdted authority from the supply chief who would assist them in controlling thefr
respective areas. This athority would not be delegated any lower in order to maintain a
unity of command and span of control for the NCOIC of each functional area.

EXERCISE:  Answer the foIlouing question and check your answer 3gainst the one listed al the
end of the study unit.

I. List the four principles of organization.

b.
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c.
d.
Work Unit 1-7. LINE ORGANIZATION
LIST THE THREE ADVANTAGES OF LINE ORGANIZATION.
LIST “HE TWO DISADVANTAGES OF LINE ORGANIZATION.

There are two basic types of formal organizatfon which are ysed in the Marine Corps.
They are: (1) line, and (2) 1ine and staff. The paramount considerations for which type of
organfi2ation structure should be ysed are the missfon and resources available. The line
organization is vsed in the supply dlement of & using unit (fig 1-1). This is mainly because
of the small size of the supply element. In & line organi2ation, each person s comnected
with & single 1ine of responsidbility to his superior. The subordinate 1s accountable tp, and
receives orders from, only one superior.

SuP O
SUP CHIEF
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Flg 1-1. “upply element of & using unit.

a. There are three very distinct advantages in & line organization, they are; simplicity,
clear divisfon of authority, and fostering speedy action. Let's now discuss each of these
advantages.

(1). S’EE"C1§E° The above organfzational chart pertains to a supply element of & using
unit. As you e, 1t {s a very simple structured organization; there #re no
intermediaries between the supply chief and the functioning elements; communication s direct,
and each element knows its position within the organization.

(2). Clear division of authority. This 1s the distinct advantage of 111y organization.
There is & strajgnt Tine Trom the tOp manager to the functioning elements, and from sach
functioning element to the top manager. There is no doubt as to where authority lays in the
organization. I. the Vine and staff organization, which is covered later in the course, you

will see just hax much of an advantage this can be.

sal. Fosters speedy actfon. Many times you have seen & unit's productivity come to @
compliete stop ecausG‘h!iEiitTEh had arisen as to how & particular oparation should be
conducted because of & muItitude of other ressons. In an organization structured under the
1ine type, any stoppagé in work usually occurs only for a short perfod of time, since the
cause of any stoppage s brought directly to the manager's attention, he will make the
decision to correct any problens.

b. A 1ine organization has its dissdvantages also. [t denfes the need for specialists
and overburdens key personnel,

(1) Denies the need for specialists. In a line organfzation the occupational
spectalties of & rsonneél within the un't are directI{ ralated to the unit's
mission. Mo specialists are avaflable to perform supporting roles. For example,
ther: are no embarkation $Specialists or clerk typists within & using unit supply
section.
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{2) Overburden ke~ personnel. The Yack of specialists causes personnel to Perform
tasks not rel af& To their specialty. Because these tasks require supervision,
key Personne’ must become knowledgable in s)1 functions performed under their
control, often requiring self-training and frequent research,

EXERCISE: Answer the followirg questions and check your answers 2gainst those 1isted at the
end of this study unit.

1. List the three advantages of & line organization.

AR

b,

c.

2. List the two disadvantages of & 1ine organization.
3
b.
Work Unit 1-8. LINE AND STAFF ORGANIZAIION
LIST THE TWO ADVANTAGES OF LINE AMD STAFF ORGANIZATION.
LIST THE TWO DISADVANTAGES OF A LINE AND STAFF ORGANIZATION.,

A 1ine and staff crgsnizatfon consists of a Yine organization Plus & staff. In
addition to the normal chain of command found in the Yine organizstion, thers exist staff
subordinate lines of coordination between the staff and the owatiom* units. The staff
consists of technica) specialists who perform supporting missions to the units overal)
mission, the supply section 18 one of these supporting staff sections, The sSuppPly officer is
3 spectd) staff officer to the commanding officer. The fo)lowing Parsgraphs give twe of the
advantages of a line and staff orgamization.

a. Frees subordnste commanders of detail analysis. A large organizatfon which has many
complex Tunctions requires managertal supervistion for each functiond! area. It would be
1mgossible for the battalion commander to handle all aress 88 a single manager; thus
subordinate managers are employed to assist 1n the managerial duties of the toP manasger.
Let's examine the following chart of 8 line and staff organization.
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Fig 1.2. Line and staff organization.

b. Uses specialist's expertise. By assigning staff subordinates, the comandin? officer
can rely'b_fﬁEn 1Lr specialid es expertise to carry out direct supervision in complex h gll volume
functions. Thase aress, that need constant supervision, require skilled specialists to carry
ot that supervision.
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Two disad¢antages of a 1ine and staff organization are:

a. Conflicts with 1ine of authority. The staff subordinate line of cooirdination which
exist uifﬂn a 1ine and stai7 organization can at times create a cercain degree of confusfon.
Although the commander is the only individual 1n a position to fssue orders to subordinate
commanders, he frequently delegates “by direction® authority to his staff officers. The staff
officers may then fssue divections w...Ch may conflict with those fssued by other staff
officers unless care 15 exercised to closely coordinate this effort.

b. Precliudes specfalist from implementind action. AS jJust discussed, any action taken by
a staff ofricer musE be coordinated wilh other staft officers prior to implementation.
Additionally, staff action 45 also subject to approval by the commanding officer. Regardless

of how technically proficient the staff specfalfist is or how urgent the requirement, it takes
time to implement changes in policy or procedure.

EXERCISE:  Answer the following questions and check your answers against those listed at the
end of this study unit.

1. List the two advantages of a line and staff organtzation.
a,

2. List th. two disadvantages of a line and staff organtzation.

a.

b,

Section III. OIRECTING
Work Unft 1-9. INTRODUCTION TO DIRECTING
DEFINE DIRECTING.
STATF HOW A UNIT IS PUT IN MOTION.

As a manager, you have developed 4 ptan and structured an organization capable of
accompl fshing the unft's mission. MNow you should be directing. Directing s activating the
unit into mutfon, This is accomplished by the issusnce of orders or instructions. You, the
manager, should also consider the provision of time for work retated training. Orders should
be ciear, compiete, and within the responsibility of supervising areas of the plam,

Subord {nates should report to the supply chief on the progress made toward reaching
fr.termediate 90als which are aimed toward the final objective.

Enough time should be provided for work related trainin% and for accomplishing tasks,
and yet there should be enough time teft to allow for interruptions of routine matters that
cannot be overlooked ¢~ stopped.

The term directing fs commoniy thought of as authorftative management. It is not
neessary to consider this function {directing) as highly authoritarian. After the fissuance
ot orders, the supply chief can encourage suggestions and {deas from subordinates or even
allow the NCO's to exercise some degree of self-direction. However, the type of directing you
provide depends upon how you operate and the skiiy and reliability of your subordinates.




EXERCISE: Answer the following questions and check your answers 3gainst those 1isted at the
end of the st. iy unit,

1. Define directing.

2. State how & unit 1s put in motion.

Work Unit 1-10. THE USE OF MOTIVATION IN DIRECTING
NAME THE ONE ESSLNTIAL ELEMENT OF DIRECTING.
STATE THE PRIME DEMOTIVATOR IN DIRECTING PERSONNEL.
STATE THE PRIME MOTIVATOR IN DIRECTING PERSONNEL.

You know from persona] experience that some tasks are not very desirable. You also
know that people don't continually come to the job full of vigor. However, no matter whether
the job i undesirable or the people just aren't up to 1t, the job must ba done. Mctivating
becomes the one essential element in directing personnel towards their objective.

Kot everyone 13 motivated towards organizatfonal objectives in the same way. There
are five factors that dre the keys of motivation: achievement, recognition, advancement, the
work 1tself, and responsibility. Let's teke & brief look at each of thess factors.

a. Achfevement. There 18 nothing Jike success, and most people get a good feeling when
they successfully complete a job.

b. Recognition. A worker that 15 recognized for dofng a good job experiences a good
eeTing. Just a few words of picaise from the boss can go & long way.

¢. Advancement. This occurs when the individual 1s promoted 1n rank or position within
The supply section. Junfor or subordinate personnel envy the respected position of
the ADL clerk. A warehouseman 100ks forward to achieving the position of controlling
the purpose code "A" stock. Although this is a factor 1n motivation, the use of 1t is
so infrequent for any one individudl, that 1t can be considered & long range factor.

d. Work itself. The tasks 1tself or individual responsibility for a meaningful task can
y Tactor. HNo one 11kes to think they are assigned “Keep busy type work.® Just
knowing your job %as meaning to the overall operation can be a great motivator.

¢. Responsibility. You often hear people talk of jobs they accomplished with 1ittie or
no supervision, especially when they are responsiale for the work of others. This
factor probably has the longest term effect.

Just as there are factors that motivate, there are also factors which demotivate. The
prime demotivator 1n directing people 1s & technically unqualified manager. As was stated in
the begiming of this course, you are & manageér bacause early in your Marine Corps Career you
performed effectively and demonstrated mmngerm abilities. Take & moment and reflect on
whether or not you were initi12lly technically qualified for every position you filled. You
probably were not. WNowever, you applied yourself and becams technically qualified over a
perfod of time. Just as it takes time to become technically :ualifiod. 1t also takes time to
lose this knowledge. This happens whén you stop making an effort to maintein or increase gom-
technical competency. How can & supply lmlrr remain technically qualified? Of course the
best way 18 to work dafly in that technical Tield. Another way 18 for you to read #8 much
about the changes and updated procedures in the supply field as you possibly can. For
instance, the 's 1n the Marine Corps publish newsletters for the using units. Also, supply
manigement assistance teams put out bulletins on new procedures and policies. These news-
letters and bulletins sre very helpful since they are geared for the manager who is in tha
field. To keep abresst of what 1s forcast for the future, 2 menager should attampt to get
copies of the minutes from the supply officer conferences; also, should review the
Semi.annual Directives Checkl1st (MCBul $213) for new changes and directives. This bulletin
T1sts 211 of the latest orders and Changes.

1-10 2 O




In your supply unit there are people seeking knowledge of many functions, They
visualize an opporturity to advance in the Marine Corps or to well-paying civilian jobs in the
future. They will one day do well because of the knowledge they ohtained in the complex field
of supply. This prospect is & tremendous asset to the Marine Corps, and you will become aware
of this as you guide and mot{vata vour personnel to obtain your objectives. You will discover
that the prime motivator in directing is delegating authority. People who have been assigned
responsibility remember the pride, the self-s tisfaction and rewards ohtained from
acoompl1sh1n2 amission through their own direction and control. Your judicious assignment of
regponsibility or delegation of authority is vital in developing ¢ 'tordinates fnto mature,
knowledgeahle supply NUO's and staff NCQ's of the future.

EXERCISE: Answer the following questions and check your answer against those 1isted at the
end of this study unit.

1. Name the one essential element of cirecting.

2. State the prime demotivator in directing personnel.

3, State the prime motivator in directing personnel,

Work Unit 1-11, DEVELOPING SUBORDINATES THROUGH ASSIGNMENT OF RESPONSIBILITY

LIST THE THREE ADVANTAGES IN DEVELOPING SUBORDINATES WHEN A MANAGER ASSIGNS
RESPONSIBILITY.

LIST THE FIVE POSITIVE FACTORS THAT A SUBORDINATE SHOULD HAVE WHEN A MANAGER
ASSIGNS HIM RESPONSIBILITY,

STATE THE ESSENTIAL CHARACTERISTIC A SUBORDINATE MUST HAVE TO OPERATE EFFECTIVELY.

A trutsm of management is that a manager never has time for things other than what he
is working on. Because of this and to develop subordinates, a manager should assign as much
responsibility as possible to his subordinates. At times you may feel that a subordinate does
not have enough experience to handle a job. Even so, it is ?ood management to asstgn tasks
above the individuals capebility, In most instances you will be surprised to find that the
fndividual can perferm a creditable joh. Too often, managers tend to underestimate the
abflities of subordinates and don’t giva them a chance to prove themselves, There are thraa
advantuages in developing subordinates by assigning them responsibilities, These are: skill,
competence, and initiative. A person does not learn how to accept responsibility for a job by
redding a book, Obviously, it is possible to acquire some knowledge of responsibility in this
way, but development comes from a good deal of “hand on" application. In other words, one
learns to be responsible for a job by being assigned the responsibility for a job, By bein?
assigned responsthility the subordinate increases his skills and in time increases his leve
of competence. This increase in skiil and competence will build up confidence to the poin:
that the individual will begin to show fnitfative and come up with tdeas to increase his
effectiveness of the jobh he has been assigned.

Frequently, a manager runs {nto trouble in assignin? responsibility because he gives
11tt1e consideration to the job to be accomplished and the individual being asstgned the
responsthility for its accumplishment. To decrease the potential danger of error, there are
five positive factors that subordinate should possess in relation to the task,

EXPERIENCE, The greater the probability of error in accomplishing a task, the more
experience (s required hy the individual to whom the task fs assigned,

COMPETENCE. Assigning responsibtlity based primarfly on the experience of the
individuaT can be a hidden danger. Many times people have had prior experience, but the
resuits they achieved were less than satisfactory; therefore, the person heing assigned
responsihility should also he fapahle.

DESIRES RESPONSIBILITY. When you assign responsibility to an {nd fvidual who has the
desire t0 assume responsibiiity, you have already crossed a major hurdle. Realistically, you
know that not everyone desires responsibilfty, but this can be overcome by exposing potential
managers to a gradual increase fn amounts of responsibility. This method insures the
subord fnate's successful accomplishment, and furthermore it hutlds his confidence.
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NOT OVERLOADED WITH OTHER WORK. One of the major reasons a manager delegates
respons{bTTTty 10 others 1S to Tessen the workload on himself. Therefore, the manager should
make certain that he doesn't assign responsibility to someone already overlcaded with other
work.

JUDGEMENT FACULTIES TO MAKE DECISIONS. If the task to be accomplished requires
decision making on The part of the person given the responsibility to accomplish the task, the
managsr should ensure that the delegate possesses adequate judgement.

Few individuals will measure up to being outstanding in esch of these positive
factors, but having some degree of each is an indicator that he/she wil} be abl> to assume the
responsibility and succeed. Even though & person may possess a high degree of these positive
factors, there is one essential characteristic a person must have which he has no control
over. He must have the manager's confidence. Without the confidence of the manager,
subordi~ates will have a 7eeling of insecurity in accepting responsibility,

EXERCISE: Answer the following questions and check your answers against those which are
1isted at the end of the study unit,

1. List the three advantages in developing subordinates when a manager assigns
responsibility to them,

a.

b.

C.

2, List the five positive factors that a subordinate should have when responsibility
1s assigned to him.

a.

b.

C.

d.

P

e.

3. State the essential characteristic a subordinate must have.

Work Unit 1-12, THE MANAGER'S ROLE IN ASSIGNING RESPONSIBILITY

:1AEE WHAT THE MANAGER MUST ENSURE THE INDIVIDUAL WHO IS ASSIGEND A YASK SHOULD
VE.,

STATE WHAT THE MANAGER MUST ALLOW FOR IN ASSIGNING RESPONSIBILITY,
DEFINE THE LIMIT TO WHICH A MANAGER MAY ASSIGN RESPONSIBILITY.

An individual may have all of the positive factors required for ssuming
responsibility, but unless the manager who asstigns the responsibility makes sure that the
individual has all of the relevant facts needed to successfully accomplish the task, the
chance of failure 1s quite certain., For example, let's take the assignment of responsibility
for loans of organic property to individudls or organizations on a temporary basis. Ft first
this may seem 1tke a very simple task, but if it 1s, why does 1t create as many problems as it
does? What are the relevant factors of which an individual who has been assigned the
responsibtl ity for managing temporary loans must be aware? First of all he must know that
under normal Circumstances, a temporary loan of organic property to an individval or to an
organization under another command is npot authorized. In those instances, when a tempurary
loan of this nature is authorized, 1t ts also required that the individual has authority to
make the temporary loan, You also must perceive the vanger to your organization If the
individual to whom authority has been assigned is not aware of this fact, If items are issued
to anyone requesting a temporary loan, your organtzation may not be able to recover the loaned
property. Another relevant fact is the length of time property may be issued on temporary
Joan. Many people have the idea that temporary ts indefinite, To an individual responsible
for making temporary loans, temporary must mean 30 days from the date of issue; and on the
31st day, the loaned property must be returned on an extension of time must be granted by the
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commanding officer (or his designated representative} of the ¢ ganization exercising control
over the supply account. Temporary 1oans should not be made to 1ndividuals who already have
the same item on custody. The Equipment Custody Record Card (NAVMC 10359) should be utilized
except when NAVMC 10876 or NAVMC 10577 1s appropriate within the command. One most important
factor would be to insure that the individual understands all possible circumstances that
might arise.

The relevant factors that have been discussed regarding vemporary loans may seem very
basic to you because you know them, hut keep in mind, when you assign responsibilfity to an
individual, he usualiy won't have yous technical knuwledge or experience.

You, as & responsible manager, are not going to 12t a subordinate make a mistake that
might cause problems. Continuous checks on the subordinate to assure that mistakes won't
happen, will make the development of true responsibility impossible. Since everyone makes
mistakes, a good manager must allow for mistakes to occur when he assigns responsibility. If
a mistake 1s made, chalk it up to the personal development of your subordinates. This doesn’t
mean that you just shru? the mistakes off; serfous or repeated mistakes can usually be avoided
if you give careful explanation oi objectives and po'icies as well as considerate counseling.

There 1s a myth that by ass1gning responsibility a manager can escape from his
duties. When a manager assigns responsibility, he does not remove himself from being
responsibte since a manager is permanently responsible. You may only say that by assigning
responsibiiity you have extended yourself th-ough your subordinates. If you look for the
positive factors, you are willing to allow for mistakes: and moreover limit the authority for
decision making to that which is no further than ysur 1imit as a manager. The probability for
success 1n assigning responsibility is then greatly enhanced.

EXERCISE:  Answer the follonin? questions and check your answers agafnst those listed at the
end of the study unit.

1. State what the manager must ensure the tndividuadl who ts assigned a task should
have,

2. State what the manager must allow for, when he assigns responsibility.

3. Define the 1imit to which & manager may assign responsibility.

Work Unit 1-13. THE AOVANTAGE TO THE MANAGER IN ASSIGNING RESPONSIBILITY
STATE THE AOVANTAGE TO THE MANAGER WHEN HE ASSIGNS RESPONSIBILITY.

The major advantage of assigning responsibility is that it gives the manager more time
for other tasks. Any manager can be more ¢ffective when he assigns duties, especially miror
ones. As a manager, you are expected to be effective in the use of time, make a contribution
to the organization, and set priorities. By assigning responsibilities, a manager is able to
apply his time, which is a limited resource, to those areas that require his personal
attention and thus he can best contribute to the management of his orqganization. For example,
& SASSY using unit supply chief, to properly manage, should spend his time planning and
coordinating for present and future priority tasks st .h as rewarehousing, annual inventory,
deployment, and major reviews of excess dues on the loaded unit balance file. He should not
spend his time working on day-to-day operations such as making issues, storing supplies in the
warehouse, preparing demand transactions, breaking down computer output, and any number of
other routine tasks.

EXERCISE:  Answer the following guestions and check your answers against those listed at the
end of the study unit. , )

1. State the manager's advantage 1f he assigns responsibility.
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Section IV. CONTROLL ING

Work Unit 1-14. CONTROLL ING DEF INED
DEFINE CONTROLL ING.

Controlling includes all of the devices that a manager uses to check on the work of
his subordinates (direct abservation, reports, records). Probably no other task of management
causes a3 much resentment as coutrolfing does. Control activities are often visualized in
negative terms: reproof, correction, and surveillance. However, control 1s less sinister
than viewed; 1t is a necessary part of the managerial process. In tnis course controlling {s
defined as & means by which to regul ate the organizatfon to ensure the achievement of goats
and the completion of the plan. By being able to control, the manager can measure and correct
the activities of subordinates to assure that the events conform to the plans. Thus, by
controlling, the manager can measure partormance against goals and plans, can show where
negative deviations exist, and can place in motion the actions to correct the deviations. In
addition, appropriate controls provide the mana?er with an impersonal tool for correcting
mistakes and improving effectiveness. An example of an effective control tool 1s the Using
Unit performance Report which is produced each time the SMU processes an inventory update.
Additionally, a cumulative monthly report 1s produced ‘or the current month. By rev1ew1n?
this report, the supply chie’ can readily determine how well his subordinates are pérforming.
For example, the Unit Performance Repori shows how many transactions were submitted to the gnu
for processing, and how many of those transactions were rejected. Numerous rejects indicate
that the clerks who submit the transactions don't know the proper procedure for filling out
the transactions, and that more training must be provided to the clerks.

From the above example you can see that the Using Unit Performance Report is used in
the controllfng process to measure how well things are being done, and to take corrective
actions by controlling what people do in order to have things properly controlled.

EXERCISE: Answer the following questicn and check your answer against the one 1isted at the
end of this study unit.

1. Gefine controlling.

Work Unit 1-15. CHARACTERISTICS DF ACCEPTABLE CONTROL
LIST THE THREE CHARACTERISTICS OF ACCEPTABLE CONTROL.
STATE WHAT DICTATES THE AMOUNT AND TYPE Of CONTROL TO BE USED.
STATE WHEN THE CONTROL FUNCTION IS IMPLEMENTED.

If maximum results are expected, controls should be simple, easily understood, and
accepted as necessary. The amount of control over subordinates by the supply chief can be
determined by the amount of experience of his NCO's. An experienced sergeant or corporal that
has been deiegstod authority would require less control than that required by a less
experienced NLO. Because of the complexities of plans, organfzations, and personnel, the
amount of control 15 determined by the unit's particular situation.

The amount &n: type of control should be tatlored to the sftuatfon. Less experienced,
Jess relfable, and uninterested subordinates usually require tighter control, On the other
hand, excessively tight control over subordfnates can slow down or disrupt ambitious
subordinates. Control functions should be implemented during the performance of the task
assigned. V{isits by the supply chief to the place where tasks are being performed not only
establ 13a control, but assure subordinates of the chief's interest and concern, which can
prove to be valuable to the control function.
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EXERCISE: Answer the following questions and check your answers with those at the end of
this study unit.

1. List the three characteristics of control.
a.
b,

c.

2. State what dictates the amount and type of control to be used.

3. State when the control function is implemented.

Work Unit 1-16. TYPES OF CONTROL
LIST THE THREE MEANS OF CONTROL.

There are three means of control by which a manager can measure and evaluate the
effectiveness of his subordinates' accomplisiments toward organizatfonal objectives.

Direct observation. This method is preferred only when the supply unit is small and
the supply chier nas enough time to become involved. Generally, small supply units with a
lesser number of commitments and no major plans in process can afford the time the supply
chief will need to directly ocbsetve the operations and thus exercise his control. A unit with
a small volume of transactions can permit the manager to have time to oversee all major
functioning areas (i.e. the warehouse and the office personnel).

Egts. In larger and more complex supply operations a manager would prefer reports,
efther oral réports or documented analysis received from the SMU. NCO's can report orally to
the supply manager on the progress and the problems enccunteréd in the plans being carried
out. These NCO's with assigned responsiblity represent functional areas of routine duties,
t.e. receipts control, purpose code “A* (operating stock{. or the additional demands section.
They can also represent an NCO in charge of a intermediate supervisor in directing a major
plan. Reports in & form of documented reports from the SMU are readily available to the
manager. Most useful to the supply chief are the *Unit Performanse Report,” the “Balance
Analysis,” and the Money Value Gain/loss Report.® These reports c»n greatly assist the supply
chief in monitoring operations and transactions carried out by his s'bordinates.

Records. This type of control can be closely associated wi'n reports. Like the
reports discussed above, there are records maintained by the unit that can be utilized in the
process of controlling. The reporting unit's Consolidated Memorandum Receipt record can be
monitored by the supply chief to insure that the proper and timelg custody signatures are
befng obtained. Local records can also assure the supply chief that the purpose code “C*
c}er is making timely and correct posting to all custody accounts and the unit's allowance
1ists.

EXERCISE: Answer the following question and check your answer with the one listed at the end
of this study unit.

1. List the three means of control.
1.
2.
3.
SUMMARY REVIEW
Throughout study unit 1 you have been exposed to the major management functions which
are vital to a manager's role in planning, organizing, directing and controlling supply
opcrations. As a supply chief of an organization, you can grea iy enhance the overall supply

effectiveness and provide more time for those functions that warrant your personsl attention
through the use of the four functiond] greas of management as shown 1n the study unit.
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Answers to Study Unit #1 Exercises
Work Unit 1-1,
1. Where wou want to go and how you are 30ing to get there,
Work Unit 1-2.
1. a. Clear Definition
o. Simpiicity
¢. Flexibitity
d. Economy
Work Unit 1-3.
1. Commonly in excess of five years
2. Higher level of management
Work Unit 1-4.
1. Lower level of control
¢, lmmediate future
3. First Vine supervisor
Work Unit 1-5.
1. To arrange elements into a whole of interdependent parts.
2. Jobs relationship among peopie.
Work Unit 1-6.
1. a. Unity of command
b. Span of control
¢. Homogeneous assignments
d. Delegation of au*’ -ity
Work Unit 1-7.
1, a. Simple
b. C(lear division of authority
¢. Fosters speedy action

2. a. Denies the need for specialists
b. Overburdens key personnel

1. a. rrees subordinate commanders of detall analysis
b. Uses speclalists expertise

2. a, Conflicts with Vine of authority
b. Precludes spectalists from implementing action

Work Unit 1-9.

1. Activating the unit into motion

2. By the 1ssuance of orders or instructions
Work Unit 1-10.

1. Motivating

?. Technically unqualifi:d manager

3. Delegating authority
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dork Unit 1-11.

1. a, Initiative
b. Skiil
c. Competence

. Experience

Competence

Desires responsibility

not overloaded with other work
Judgement faculties to make decisions

[P N o B - -
P Y

3. Manager'r confidence.
work Unit 1-12.

1. Al relevant facts

2. Mistakes

3. No further than the manager's 1imit of authority.
Work linit 1-13.

1. The manager will have more time for other tasks.
Work Unit 1-14,

1. Requlaiing the srqanization to insvre the achievement of goals and the completion of
the plan.

Work Unit 1-15.
1. a. Simple
b. Easily understood
¢. Accepted as necessary
2. Unit's par*icular sftuation
3. During the performance of the task.
Work Unit 1-14.
1. a. Direct shservation

b. Reports
¢, Records
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STUDY UNIT 2
DECISION MAKING PROCESS

STUOY UNTT DBJECTIVE: UPON SUCCESSFUL COMPLETION OF YHIS STUOY UNIT YOU WILL BE
ABLE TO IOENTIFY AN EFFECTIVE PROBLEM SOLVING TECHNIQUE. 1IN ADDITION, YOU WILL BE
ABLE TO IOSNTIFY THE STEPS OF: OEFINING, ANALYZING, OEVELOPING ALTERNATIVE
SgthIgNS. CHOOSING THE BEST SOLUTION, DEVELOPING EFFECTIVE ACTION, AND USING
FEEDBACK.

Work Unit 2-1. DEFINING THE PROBLEM
LIST THE THREE FORMS OF PROBLEMS THAT WILL CONFRONT A MANAGER,
STATE WHAT THE MANAGER MUST INITIALLY ACCOMPLISH BEFORE A PROBLEM CAN BE DEFINED.
NAME THE TWO TYPES OF DATA ASSOCIATED WITH PROBLEM SOLVING.

Whether vou are a manager of a 1arge service support unit or smaller using unit, vou
will be continuously invistiaating nonroutine exceptions. In addition, you, as manager, will
be confronted with three forms of prohlems. These problems, which will be discussed in the
following oaragraphs, are essent{al in continuing (without disruptions) the steady flow of the
targe number of transactions processed. [t {s important ‘or a manager to first be able to
identify the type of a problem and secondlv be able to develop solutions.

Personnel. Personne! problems can usually be divided into two general categories.
The first of these is parsonnel shortages. Your unit may ba operating betow 7/0 strength or
may suffer from a temporary shortage due to quard duty, leave, or similar causes. You wii}
Find 1t diffizult to get more clerks, but wou can minimize the impact on operations by
exercising your ski11 as a manager.

The second category is personnel ineffectiveness., A Marine may be ineffective due to
fatigue or 111ness, or due to a personal problem which impacts on his morale. To deal with
this Lype of personnel problem, the manager must draw upon leadership skills,

Breakdown fn operations. This type of problem causes the normal flow of business to
be disrupted,  When problems seem to compound themselves, whether they pertain to personnel or
other circumstances, it takes management decisions to correct them; decisfons that must be
nade bv the manager, Normally a breakdown in operations results from the fact that the
var.ous functional areas are not cooperating when neccessary to complete a task, goal or
obiective, Any functional area not performing fts duties on time causes other functional
areas to stop and wait until the delayed transaction$ become available, This type of
breakdown in operations may cause a dispute among NCOs in charge of functional areas,
therefore the manager must step in and resolve the problem,

Inefficiency, Inefficiency occurs when the desired number of transactions to keep
pace with supply business are not produced, This problem prevents a smooth flowing supply
operation. Inefficiency ts common when a clerk or warehouseman who must submit a )arae number
of coded transactions that demand accuracy finds nis job tedious. Inaccurate transactions can
cause much delay and repeated work,

An =cample of inefficiency occurs when there are exceptionally large backlogs. ihen
the reason for these backlngs cannot be related either to a breakdown 1n operations,
oerSOnngl, ‘»u.n':? commitment, or nther unit involvement, then {nefficiency {s normally the
cause nf ¢ toak]om,

ihe bavic solution to any problem is to take corrective action. However, to make the
right decision on which corrective actinn to take, you, as a manager, must first gather all
the rolevant data, [n gatherina this data, you must learn or develop a systematic approach to
prohTems. Ynur success in solving problems wil) determine the confidence your subordinates
will Fave in your ability to solve future problems. Your subordinate s confidence in you to
be able to define, analyze, and resolve problems logically 1s necessary so that they will come
to vou +Ith other problems. Too many managers, from time to time, say that they don't want to
hear the petty praoblems of their troops. However, when considering a problem, you will become
aware that only the manager can determine {f the problem 1s minor or warrants his attention,
This dnes not mean that certain designated problems are not the responsihility of NCO's or
functional area supervisors.
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The chain of command should be used to allow prodlems to be solved at the lowest
possible level. The chain of command allows the individusls that have been delegated
suthority or assigned responsibility as s 1sors the opportunity to solve problems within
their redlm of authority. Subordinates will always seek policy and guidance from the same
level of suthority when the chain of command is used properly; thus, there 1s less chance of
conflicting guidance that might derive from different sources. No supervisor or {ndividual 1n
the chatin should allow 1ndividuals out of the chein to disseminate conflicting direction or
guidance within their responsidle area. A properly run chain will always refer problems up
the chain 30 as not to 1nvolve those that need not be fmvovied unless truely warranted.

Many managers often sense that thei: subordinates observe and analyze their
decisions. Your subordinates will look up to you more favorably 1f you demonstrate that you
are capable of sorting the tio t?os of data associated with problem solving; these are facts
and oginions. By being able to Took upon all relevant data concerning a problem and by
quickly determining what s fact and what 18 opinfon, & manager 18 able to anslyze the
problems objectively. This also builds the confidence that your subordinates will have in
your ability to resolve problems without emotional b’as. Xeeping in mind, as o wanager, that
not a1l problems have quick, resdy tolutions, & manager nust avoid letting a problem continue
after he has made his 1nitial investigation. Keeping your subordinates aware that you
recognize the problem, updating them as to your course of action (when warranted), and
following through will enhance their confidence in your ability to solve problems. In
addition, by conducting regular meetings with the personnel of the supply section, 3 supply
manag r can inform his subordinate personnel of new and continuing plans, receive constructive
suggestions for fmproving existing policies, and create interest on the part of 811 personne)
in the supply section. ihen conducted properly, meetings aiso stimulate morale and reassure
personne] of their part or role in the supply section.

EXERCISE: Answer the following questions and check your responses against those 1isted at
the end of this study unft.

1. List the three forms of problems that will confront s manager.

b.

c.

2. State het the manager must 1nitially accomplish before a problem cen be defined.

3. Name the two types of data associated with preblem solving.

.

b.

Work Unft 2-2. ANALYZING THE PROBLEM
STATE THE THREE POINTS OF PROBLEM ANALYSIS.

After 3 manager determines the type of tg:ob!eu and separates fact from opinfon, he
must consider three vital points in analyzing problem. First, the manager needs to

determine specifications. In doin? 80, the managar uses the facts gathered to further
ae"Wne'&e eTrect on accomplishing the task, gotl, or objective.

An example of this would be when your additional demands clerk comes to you and states
tha: he cannot reconcile with & particular responsible unit. The reconciliation of additional
demands are vital for the completion of other transactions throughout the supply unit, such &8
expending or decbligating fiscel funds. Your research determines the fol Iwin?
specifications: (1) the demand 11st 18 not being reconciled, (2) the RU is befng represented
by a different individual each time 1t 18 scheduled, (3) each 1ndividual does not completely
understand reconcilistions or what was done during previous reconciliations.
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nce specificat|ons have been determined, it 15 time for the manager to move on to the
second point in analyzing the problem. The second point 15 %0 determine who must be
consulted. For example, in the reconciliation of additional demands, the suppTy manager would
consuTt the OIC or MCOIC of the responsible unit. In consulting the unit, the understanding
of the specificatinns by both partners will create the desire to correct the problem.
However, with problems where complete cooperation or understanding cannot be attained, it is
necessary tn follow the chain of command.

Always keep in mind that managers of sup,ly units, maintenance shops, and Other
supported units, all have one objective in common and thac 15 ihic accomplishment of the
missian. They a'l consider thetr mission of overriding importance. When consulting another
section head or unit, the supply manager should outline and stress the impact of the problem
on supply support and the unit's misston. In determining who must be consulted, you may, at
times, find 1t necessary to consult the higher echelons of the cupport units. Many problems,
in transacting supply matters, iInvolve the various commodity areas at the SASSY Management
Unit. Every supply chief should make 1t a point to walk tnrough the service support activity
for his organization and thus become aware of the functions performed there which may have an
effect on the unit's capability to accomplish its mission. By becoming aware of the functions
or respnnsibilities of the service support unit, you can determine quickly who to consult for
the technical support needed to solve a problem.

The third and final point of problem analysis s determining who must make the
decisinn. Most decisions are made by the supply manager, wever, exceptions can be made 1f
the supply manager has entrusted . capable NCO with the responsibility for supervising and
controlling particular matters. The supply manager should make swift and effective decisions
to correct all problems that specifications show are in the supply unit. In matters other
than those that require action through the chain of command for supply operations and parent
conmand down tg the supported units, the supply manayer should depend upon the supply officer
to use his authority and Initiative.

EXERCISE:  Answer the following question and check your response against the sne 1isted at
the and of this study unit.

1. State the three points of problem analysis.

— -
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Work lnit 2.3, DEVELOPING ALTERNATIVE SOLUTIONS
STATE WHY A MANAGER SHOULD ATTEMPY TO DEVELOP MORE THAN ONE SOLUTION TO A PROBLEM.
DESCRIBE WHAT DEVELOPING ALTERNATIVE SOLUTIONS FORCES MANAGERS TO 0O,
LIST THREE SOURCES A MANAGER CAN UTILIZE TO DEVELOP ALTERNATIVE SOLUTIONS.

Rare {s the problem facing a service support manager that canno* he solved in any of a
variety of ways. With this in mind, a wise manager should attempt to fi'uy the mu~t favorable
snlution. Before developing a3 detailed working solutio, a manager should attempt to develop
several alternative solutions. Each solution should have reasonable potentials for solving
the problem. In each solution, cost, time, and resource requirements must be considered.
from these alternative solutions, a manager can select a plan which meets the requirements and
vields the most advantageous course of action under current operating conditions. Keep in
mind that {f none of the alternative solutions alone will produce the desired effect, you can
then develop a solution using a combination of possible alternatives.

No specific criteria s used in evaluating alternative solutions, since specific
requirements and support vary from one situation to another. The manager frequently starts by
determining who must be consulted. In analyzing a problem, the comparison of the results
along with the estimated cost in time, material, and personnel 1s the most important factor in
determining the hest alternative solution.
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The need to solve the problem {s the ultimate goal 1in selecting the best solution;
however, a good solution represents a compromise between the manager's desire for precision
and the nead for flextbility as discussed in planning. A manager should avotd selecting a
solution to any nroblem that does "ot allow the capability of adjustrent. 4hen helping
subordinates to solve problems. the manager should let them know that circumstinces may change
and that his recommendations may also need to be changed. Understanding why solutions may
change will increase the sulnrdinates' confidence in the manager.

Before putting a solution into operation it 1s desirsole to pretest it So that any
mafor difficulties can be ditected and corrected. Although at times testing can he difficult,
there are several approaches that a=e feasible. In some situs*ions it s possible to test a
solution's effectiveness by simulating the operation of the s¢ itfon. Let's constder, For
example. a solution for correcting & problem in the inventory control system. Using
historical data. you may give a dry run to the solution. In case of larQe problems where
detailed change may exis:, the operation of the solution could be studied for weaknesses under
simulated conditions, and the results compared with the existing system.

If the actual simulation fs impossible, the manager must 9o through a mental
simulation pro-ess. He should consider a possitle flow chart with which to arrive at the
solution, step by step, carefully checking the need for and the flow of all input and output
dats relative to the activities involved to obtain the solution.

Up to this point the discussion has been based on problems that can be solved in
various ways. However, in attempting to solve problems. a manager should first determine the
type of problem. then separate opinion from fact. and then gather all relevant data to ensure
that the perceived problem fs in fact a real problem. The manager should also develop
alternative solutfons to the problem. Often when confronted with a problem, managers see what
at first seems to be the obvious answer to the problem. However, that obvious answer or the
either/or solution could be misleading. To avuid this miscalculation, the manager should
develop alternative solutions in addition to the first thought misleading solution or the
either/or solution.

When developing alternative solutions. managers are often their own best source from
which possible solutions can be derived. This may be considersd a feather in their hat. The
supply manager, fn fact, possesses experience. which leads to logical thinking. and
creativity. Af! three sources can u 2¢d by the manager to develop alternative
solutions. For example. when ?atherinp relevant data for a problem solution, a manager might
remember that the current problem {s similar to one that ne has solved or dealt with in the
pest. Because of the similarities. the manager may be able to use his past experience in
deve!o?ing the solution for the new problem. The data that the manager collects could
possibly show a trend; a trend that the manager mav have dealt with in the past when he was a

manager or even as a clerk. This past experience can now assist him in his systematic and
logical approach to develop alternative solutions.

It a manager fs confronted with a new problem area, his experience and resourcefulness
in solving other problems may help him to use a combination of elements to find a solution.
In doing this, the manager is using his creativity developed through years of experience. So
every manager whether experienced with smaller operations or larger complex unfts should not
hesitate to utilize experience, creativity, and logical thinking to resolve problews through
cevelopment of alternative solutions.

EXERCISE: Answer the following questions and check your responses against those 1{sted at
the end of this study unit.

1. Why should a manager attempt to develop more than one solution to a problam?

- ———— i p—— p—— -

2. What does developing alternative solutfons force a manager to do?

- - m -

3. List the three sources 4 manager can use to develop alternative solutfons.

[ e - — mmAas rm - ————
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Work Unft 2-4, CONSTRAINTS ANC BARRIERS TO MANAGEMENT DECISIONS

gﬁfﬁrigﬁii CONSTRAINTS THAT LIMIT A MAMAGER'S DISCRETION IN DEVELOPING ALTERNATIVE
s,

LIST TWO BARRIERS YO A MANAGER'S CREATIVITY,

In searching for alternatives, managers face certain constraints that 1imit them,
These constraints eliminate certain choices that would otherwise be possible, The most common
constraints are authori tative, materfal, and fiscal, The manager of a using unit usually
knows better than anyone else 1n the unit what problems he faces and what needs to be dory to
overcone these probloms, He has the best understanding of the conditions surrounding his
work, The manager knows the people involved, sees the need for action, and urgently necds to
take the action called for by the situation; but many times he s prevented from solving the
problems because of decisfons and directives from higher authority. This 1s not only true for

v Ly managers; 1t 1s also true throughout the military establishment and civilian business
world,

Material constraints are those which 1imit the action possible 1n & problem solutfon,
For example, the lack of space for storage of supplies and T/C equipment, nsufficient
materials hand1ing equipment, or 8 lack of time or personnel may be restrictive to & manager
who 18 trying to develop the most favorable solution, By using the creativity possessed by

mos:iz:perilnccd managers, the manager can develop an effective solution in the most adverse
conditions,

Fiscal constraints are not peculior to Marine Corps managers, they are constraints
that are vorld-wide, That 1s why, when developing alternative solutfons, the cost of the
various solutions must be considered to determine which 1s the most fiscally sound. An
example of this could be the consolidation of runs to pick up supplies and other business of
the unit, thus cutting back on nonessential materigls 1n order to procure more essential
supplies with justified usage data.

The authoritative, material, and fiscal constraints which 1imit a manager's discretion
are imposed upon & manager by external sources, It should be obvious there 1sn't much that a
muna?er c&n do to broaden his sphere of influence; however, s manager should concentrate on
eliminating internal barriers which ?reatiy effect his abi1l1ty to creatively develop possible
solutions. Two of these barriers which most often are generated by the manager himself are
fear and habit,

When managers are afraid of makin? mistakes, their &bili1ty to reach a solution is
impaired, Fear becomes &n obstacle, 1t disrupts positive planning and willingness to fully
develop alternative solutions to problems., Fedr demotivates and slows down & manager who
would otherwise attack his tasks conscientfously. Fear generates & feeling of unsureness each
time he makes & decisfon. The only fear 8 good manager should allow himself 1s the fear of
:2‘?§1°"‘ When facing severe problems, 1t s better to do something than nothing at all, even

S Wrong.

Habit stems from permitting yourself to utilize only experience, Being aware of your
habits &nd thus daveloping alternative solutions through creativity, will make your position
as & manager mors medningful and self-rewarding.

Both fear and habit can be reduced by becoming knowledgeable of a1l directives and
orders on supply matters before attempting a8 particular task, Trun the manager must use that
knowledge to establish gositive communications with his superiors when he 1s defining local
requirements, An example of this would be the supply chief knows that deployment 1s scheduled
and therefore researches through applicable directives for embarkation tactical markings
before he asks the unit embarkatfon CIC for locel requirements.

EXERCISE:  Answer the following questions and check your responses against those 1isted at
the end of this study umit,

1. List the three constraints that 1imit a manager's discretion 1n developing
alternative solutions.

a,

b,

C.




2. List the two barriers to & manager's creoativity.

Work Unit 2-5. CHOOSING THE BEST SOLUTION
STATE THE TWO QUESTIONS A MANAGER MUST ANSWER IN CHOOSING A SOLUTION.
STATE THE THO PRIMARY CONSIDERATIONS IN CHOOSING THE BEST SOLUTION.
STATE THE ESSENTIAL QUALITY IN SELECTING THE BEST SOLUTION.

You have gone step by step through an ammis of a problem and proposed alternative
solutions. Now you must choose. To ensure that solution chosen 13 the best possible, you
should ask yourself two questions: first, will this solution solve the problem, and secondly,
do [ have the means to do this. If the answer 13 yes to both questions, then you should
proceed to add up the cost. Any other solutfon which contains & yes answer should nc . be
discarded, because, 1f the execution of the selected solution proves unfavorable, & part or
al11 of 1t should be replaced by an alternative solution.

The primary considerations in choosing the best solution should be how to obtain the
greatest result and how to expend the least effort. This 1s simple economy--how to get more
for the money. The essential quality required in selecting the best solution 18 that the
solution must be flexible. The selected solution must be flexible enough to achieve the
greatest results by expending the least amount of effort. Let's now examine how t*1s can
apply to a routine lem,

Your purpose code “C" clerk has 2 problem in accounting for individual equipment. You
begin by gathering data and defining the problem. Transactions which have been submitted are
examined for accuracy. You verify the inventory accuracy for 1tems on hand and reconcile the
custody records. At this point, you determine that critical shortages exist. You 11st
several possible sclutions.

4. Reprogram funds to replace critical {tems.

b. Check for excesses among other units.

c. Borrow {tems from other units to support critical operations.
d. Request additional funding for the shortages.

By examining these alternatives, you decide to use & combination of 411 four. First,
you borrow criticel 1tems in order to support the training exercise that will take place the
following week. Second, you call on other supply chiefs to locate excesses. Third, you

consult with the supply officer to decide what funds cen be rejrogrammed, and what additional
funding will be required.

EXERCISE: Answer the following questions and check your responscs 293inst those 11sted at
the end of this study unit.

1. uhat are the two questions & manager must answer 1n choosing & solution?

2. What are the two primary considerations in choosing the best solution?

J. State t'= essential quality required in selecting the best solution.
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Work Unit 2-6. USING FEEOBACK
OEF INE FEEOBACK ,
LIST TWO METHOOS OF OBTAINING FEEOBACK,
STATE THE THREE THINGS FEEOBACK TELLS A MANAGER,

Responsible NCO's play an important role {n the accomplishment of tasks, goals, and
objectives, This relieves the manager from some of his tasks and he can *Jus devote his
attention to other matters. However, the manager should maintatn his fnvolvement 1n all tasks
by using the controllfng factor of feedback, Feedback ts the manager's means for finding out
how the solutfon s working, Feedback can be used to matntain control, remove distortion, and

grovi:l:lthe opportunity to select any options or alternative solntions that become more
avorable,

Ther are two methods for obtaining feedback. One 1s that the manager conducts
persondl checks on the individuals directed to resolve the problem, This persona® check is
not the most desfrable because of the amount of time required of the mansger; however, 1t may
be necossary when the tasks assigned to individuals are larger and more complex,

A manager must detormfne the level of experfence and capability of the 1ndividuals
assigned to perform the task. [f the NCO 1s knowlerdgeable, experienced, or has those
leader>hip traits necessary to carry out & task assfgned, then the supply chief would prefer
perfodic reports from that NCO. This 18 the preferred type of feeddack, since the supply
chief may, 1n this manner, accomplish three fmportant ohjectives: provide training and
erperfence to the NCO, free the manager to carry out other tasks, and accomplfsh the missior
of problem solving,

Whether personal checks or perfodfc reports are used by the supply chief, there are
three pofnts that feedback provides the manager. First, 1s the decision the right one? This
can usually be answered by the manager when the NCO reports hat plans are on schedule and nc
problenms have been found, Second, are desired results being achfeved? The manager should
reexanfne the solutfon to determine from feedback whether o' not the results are befrg
achieved, As intermedfate goals are reached, ft may be determined thst a different $Olution
would be best sufted to further fulfill the task. Timely periodic reports or person.i checks
tre important, Third, 1s additional action requfred? Even after modifyfng sojutions during
the course of directing, additional action may be required to complete the tagk or correct
other problem. that may have been generated,

Let's now examine a situation that fnvolves a1l that has been gsatd thus far,

As a new supply chief 1n a~ infantry battalion who has just completed a successful
tour of independent duty with a reserve unit, you are very busy reviewing something you have
not been involved with for years or may have never confronted before -- something called
SASSY. You should realfze that telling the supply officer or the S-4 that you are slow 1in
performing or unqualfffed 1s only a "cop-out®, You examine a1l that 1s gofng on around you,
conduct fnterviews with personnel from eech functional area, and visit personnel of service
support units, such as the SMJ, In an attempt to gataer all the kncwledge you can, you begtn
to realize that as a manager you cannot cuver all the baset, This 13 when you realize that
your plannfng, directing, and controlling functions must be employed to dispense proper
training and the right biend of assigning responsfbility to NCO's. You are chen left to deal
with exceptions; however, you don’t want v sft back and waft for problems to arise.
Therefore, you start fmproving the efficiency of your unit's operation, You assign qualified
subordinstes to responsible positions, you conduct cross training and hold meetfngs with
personnel to determine for thetr and your benefit the progress attained and to form new
plans, Suddenly a problem is uncovered and a dectsion has to be made. The problem {nvolves
411 the néew mount-out hoxes that had been prepared by your predecessor and that have not been
marked with the unit's embarkation numbers., Deployment is only a month away, snd your
{mmediate attention must be devoted to &8 FSMAD vistit which fs comfng before deployment: you
must act soon. At this point you fdentify the actual problem by usfng the orders pertaining
to embarkatfon and the discussfons with the embarkation officer or embarkation NCOIC, After
gatherin) all relevant data, you analyze the problem by deftning specifications. For example,
what work actuslly has to be done, what supplies are needed. From there you go further and
develop good practical alternative solutions. Once your decision has been reached dnd
approved by the supply office~, you must put a1l the wheels 1n motfon; you must assfgn ¢
responsible NCO from the warehouse to carryout your plans,

You appoint a minimal amount of support personnel to carry out the task of correcting
the problem so that you will not fnterfere with the progress of other personnel 1n the
warehouse who are preparing for the FSMAD visit, Your personnel realize your sincerfty and
the inportance of their role from the discussions you have had with them, The NCO who has
been assfgned the responsibility for accomplishing the task 1s motivated by the responsibility
and trust the supply chief has imposed upon him, and thus w!11 strive to achieve his goals,
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At the same time the supply chief can continue to manitor the progress for the FSMAQ visit.

As tnstructed, the NCO makes perfodic reports to the SuPPly chief and carries oyt ~hanges fin
plans to complete the task. Finally, when the NCO has accomplished his task, he will
experience a great feeling of accomplishment for a job well done as noted by the supply chief,
and he will be ready for more and greater responsibility. The supply chief, while supervising
his personnel, will always he availahle and responsive to his senfors,

EXERCISE:  Answer the following questions and check your responses against those 1isted at
the end of this study unit.

1. write out the definition of “feedback®.

A . - kA - -

P e -

2. MWhat are the two methods for obtaining feedback?

a.

b.

-— reranassew - —— -

- - - -

3. What three things doas feedback tell a manager.

a.

- S — . . —— . T — %

b.
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c.
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SUMMARY REVIEW

In this study unit you have learned to 1d¢nt1f§ an effective problem solving
technique. However, no problem solving technique can he said to be mistake-proof. But, you
will realfze that by using the techniques described here and the three resources of
experience, logic, and creativity that you as a manager have developed through the years of
supply hackground, you can broaden your ski11¢ in the decision making process.

Answars to Study Unit #2 Exercises
Work Unit 2-1.

1. a. Personnel
b. Breakdown in operations
c. [Inefficiency

?. Gather relevant data

3. a. Facts
b, Opintons

Work Unit 2-2.

1. a, Define specifications
b. Determine who must te consulted
¢. Determine who mus® make the decision

Work Unit 2-3,

I. Most problems can he solved in varfous ways and the manager must attenpt to find
the best solution,

2. Avald the frequently misleading obvious solution or the either/or solution.

3. a. Experfence
b, Logic
c. Creativity
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Work Unit 244,

1. a. Authnritative
b, Material
¢. Fiscal

2. a, Fear
b. Habit

Wark Unit 2.5,

1. a. W1l this solva tha problem?

h. Do 1 have the means to do this?
2, A, fireatest results

b, Laast effort
3. It mast be fleaible

Work Unit 2-6.

1. Means by which one can find out how the solutior 1s working
2. a. Personal checks

b, Periodic reports
3. 4. s the decision the right one?

h, Are desired result; being achieved?

¢. s additionat xtion required?




STUDY UNIT 3
ORGANI2ING AND MANAGING THE SUPPLY OFFICE

STUDY UNIT OBJECTIVE: UPIN SUCCESSFill, COMPLETION DF THIS STUDY UNIT YOU JILL AE
ABLE TO IDENTIFY VARIOUS FACTORS TO BE CONSIDERED IN THE PHYSICAL ARRANGEMENT DF
AN OFFICE. IN ADDITION, YOU WILL RE ABLE TO IOENTIFY THE MAJOR CAUSE OF BACKLOGS
IN PAPER FLOW, AND THE USE OF TECHNIUES 10 ASSIST IN ALLEVIATING PAPER FLOW
BACKLOGS. YOU WILL ALSO BE ABLE 0 IDENTIFY THE CHANNELS OF INTERNAL AND EXTERNAL
COMMUNICATION, THE DOMINANT MOOE OF TRAINING PERSONNEL, AM) HE STEPS TO AN
EFFECTIVE TRAINING PROGRAM,

Work Unit 3-1. PHYSICAL ARRANGEMENT
DESCRIBE WHY DESKS SHOULD BE STRATEGICALLY PLACED WITHIN THE DFFICE,
STATE WHERE OFFICE EUIPMENT SHOULD BE LOCATED,
LLIST THE IWO NEGATIVE EFFECTS OF PODR LIGHTING.

There are many factors that disrupt the flow of transactions in a supply office. As a
manager, vou should be aware of every detail that causes a hacklog in transactions and hurts
your contenlling factor, For example, the supply chief of any using unit in the FMF that has
many customers Ji~ing the course of a normal workday 3hyild position himself sn he nav
~ympletely observe all Ffunctlons that are carried out in the office,

When reporting into a new unit or relocating the supply office, a manager should he
aware of how a simple arrangement of office furnfiture, office machines, and functions
performed by supply personnel can influence the effectiveness of the supply unit, The
physical arrangement of desks within the office should he strategically placed to allow for a
smooth flow of work, At some time in your career, you ramemher walking Into a supply unit and
having to walk to the rear of the offiie to start a transaction and having to walk by the many
dasks in the office interrupting everybody’s work while ‘going through. Al supply offices
have many Customers who have to eater the uffice at some time during warkiag hours. Depending
an the locatinn, the configuration of the offfce, and the type of support that the supply unit
provides 1ts customers with, the manager should position the desks so that the customers may
onter causin? minfmal disryptions, Because of the varfous functions provided by an office, it
may 1e practical to set up a counter where clerks can transact business with customers, This
method will preciuds the intere: 1itfons that would occur 1f custoners were permitted to enter
into the office., Personnel who have the least amount of business to transact with customers
should be located the furthest away possible from visitors. O0a the other hand, a counter
wiuld he inpractical for unfts that have few customers who transact business in the supply
aff{ra,

Office machinery should be Tucated so that it is c¢lose to people who use ft. If a
clerk has to walk from his desk to the office machine to use it, the clerk’s concentration
will he disrupted tine and time again throughout the day,

When arranging an office to ment the needs of the customers and to provide a smooth
flow of work, the manager must also ensure that there {s adequate 1iahting for all ¢lerks.
Two negative effects caused by poor 1ighting are: first, a decrease iIn productivity; and
secondly, a decrease {n effectiveness., An individual that has tn straln fust to read a
transaction presented on paper will asever gain the concentration lavel or monentum needed to
perform effectively,

Let's exanine an effactive office arranqement for a FMF using tnit supply nffice. In
studying the diagram below, note the ease of paper flow and controlling factor of the manager,
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Fig 3-1. An effective office arrangement for an FMF supply office.

In the next diagram let's examine a supply office that has a counter top to accomodate
a large number of customer inquiries.
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Fiq 3.2, An effective office arrangement for an FMF supply office
with a counter top,

EXERCISE:  Answer the following questions and check your resPonses aglinst those Tisted at

the end of the study umit,

1. Describe why desks should he strategically placed within the office.

2. State where office equipment should be located,




3, List the two neqative effects of poor 1ighting,

.

b,

Work Unft 3-2, PAPER FLOW
STATE THE MAJOR CAUSE OF BACKLOGS IN TRANSACTIOW PROCESSING.
DESCR1BE THE FUNCTION OF A FLOW CHART AS IT RELATES TO THE PAPER FLOW,
DESCRIBE THE FUNCTION OF DESK TOP PROCEDURES AS THEY RELATE TO PAPER FLOW,

Thus far we've seen how the arrangement of desks, office equipment, and lighting can
adversely or favorably affect & smooth and efficient paper flow, These factors can &lso
affect the level of backlogs. However, misrouting n the flow of documents ¢s the major
ctuse of backlogs in transaction processing, Because Loaded Untt Balance File (LUBF)
exceptions are normally the result of failure to process the required transactions in 2
timely manner, the number of this type of exceptions can frequentiy be reduced by resolving
problems 1n the flow of paperwork, Often, a clerk receives a transaction that is out of the
norme] routine, If not properly trained or Instructed, the clerk wilt delay the processing
of those transactions which are infrequently recefved, Many supply offices develop interna)
methods for correcting the backlogs 1n the processing of transactions, By devoting time for
explanation during training perfods, the manager can go over the many types of transactions
that are received and explain how each transaction should be handled or processed. This
method can be effective; however, it 1s best used tn conjunction with flow charting, A flow
chart can be used as & model to depict correct paper flow. A flow chart can also be & ready
reference for cierks, It keeps the manager from having to stop each time & clerk 1s in doubt
about the handling of a transaction, More importantly, & flow chart will cut down on the
time delay caused by Infrequently received transactions,

Another method of assisting the supply unit in adequately processing the paper flow
fs by the use of desk top procedures, Many conmands make it mandatory for each clerk to
establish and maintain desk top procedures, Even when desk top procedures are completed,
many managers and clerks just file them away and break them out wher an inspection teasm or
someone asks to review them, Like & well constructed flow chart, well constructed desk top
procedures will tel) where documents come from, how they are procussad, and where they are
sent, This can he a vital asset to a clerk that has to 111 in for another who 1t sbosent te
prevent & delay in paper flow, The whole key to the effectiveness of flow charting and desk
top procedures is to establish good ones and use them,

Let's vxamine the following flow chart of a using unit to show how 1t c&n assist the

additfonal demands clerk while processing a receipt transaction, Remember to keep in mind
that flow charting can be taflored to local requirements,
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FLOW CHART
RECEIPT TRANSACTION

o

YES Ao
NO
MiMMmS YES
CLERK y
NO
t —
PURPOSE
CODE "¢
CLERK
NIO
WAREMHNUSE
lISSYF @:NT

Note: For further training on the MIMMS clerl pt - -dures, refer to MCI 30,21 MIMMS
Procedures for the Supply Clerk,

Fiy -3, Flow chart for the additional demands clerk for processing a
recelpt transaction.
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Note: Por further training on the MIMMS clerk procadures, refer to NCI 30,21
MIMMS Procedures for the Supply Clerk.

Pig 3-4. Flow clurt for the additional demands clerk for procesaing a
roceips tranesction.
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Figure 3-3 depicts the flow of a receipt transaction throughout the entire supply
unit, and provides an understanding of the mote process. Figure 3-4 depicts how the
additional demands clerk processes the receipt transaction. It would be incorporated in the
desk top procedures so the clerk 1s provided with datiiled guidance.

EXERCISE:  Answer the following questions and check your responses against those 1isted at
the end of this study unit.

1. Stete the major cause of backlogs in transaction processing.

2. Describe the function of a flow chart 58 1t relates to the paper flow.

3. Describe the function of desk top procedures as they relate to paper fiow.

Work Unit 3-3. [INTERNAL AND EXTERNAL COMMUNICATION DEFINED
NAME THE ACTIVITY THAY SHOULD DEMAND MOST OF A MANAGER'S TIME.
DEFINE EXTERNAL COMMUNICAYION.
DEFINE INTERNAL COMMUNICATION.

Throughout the preceding study units, we've discussed fundamentals of management.

These fundamentels conteined two or objectives. First to help the manager to become more
aware of his duties as & manager. ondly, and most importanly, to free nanage» from
tedious, routine work 1n order to accomplish the responsibilities of his por.tion. Let's now
focus primarily on the role of the supply manager. activities that should demand most of
a manager's time are internal and externa) comunications. A luppi{ manager, responsible for
the planning, directing, and controliing of activities from higher levels of euthority to the
Tower levels of support, becomes a facilitator of communications between the two levels. The
level of communications that exists within your office and with your customers can be defined
as interna) comunications. The commnications between your unit and higher sups(y echelons
or other supply offices 13 dafined as external communications.

Interna) communications may be inter-office or intra-office. Inter-office
comunications with the customers of your sumcount 13 essential to provide adequate
supply support. Intra-office communication functional areas, for example, the
warghouse With the purpose code “C* clerk, 1s also frequently necessary for reconciliations,
spot inventories, and clarifying transaction processing. The need for intra-office
commynication 18 the Furpou for osteblishing good paper flow and good office arrangement.
Both forms of internal communications should be encouraged by the manager. As the supply
manager, you are constently monitoring ¢'mmunications within your unit and with higher
authorfty. Either form of communications can be oral, by written transactions, or by written
correspondence. Regardiess of the means of communication (intermal or oxtom‘). the supply
chief becomes & facilitetor for the unit. The supply officer will normally allow a
subordinate to conmuinicate externally only 1n exceptional cases. Otherwise, he not only
takes himself out of the picture, but also loses fundamental functions of directing and
controlling 1n aanaging his organization.

EXERCISE:  Answer the following questions and check your responses against those 1isted at
the end of this stug.v unit.

1. Name the activity that should demand most of a manager's time,

2. Define external communications.




3. ODefine tnternal communications.

Work Untt 3-4. TRAINING PERSONNE L
NAME ‘HE TRAINING MOOE THAT IS PREOOMINANT IN THE MARINE CORPS.

STATE WHAT IS A NECESSARY FACTOR FOR OBTAINING THE OESIREO RESULTS FROM
ON-THE-J0B TRAINING.

wIST THE FIVE BASIC STEPS TO AN EFFECTIVE TRAINING PROGRAM.

Throughout the Marine Corps there arc many formal schools that provide the basic and
advanced technical skills to perform destgnated objectives. But, on-the-job training is the
most predominantly utilized method of training in the Marine Corps. On.the-job training is
of ten more effective than any other means of training. This is because on.the.job.training
provides a trainee with authentic situations that will occur during the performance of his
duties. As a supply chief, you may have had the opportunity to attend all the formal schools
available to supply personnel. However, most of the knowledge you have gained comes from the
expertence of on-the-job training.

The one factor that is necessary to obtain the destred results from on-the-job
training ts a qualifted trafner. It°s most important that you, the supply manager, ensure
that all supply personnel that receive on.the.job trainin? are supervised by qualified
trainers. A qualified trainer can be anyone who knows all the ins and outs of the job that
is supervised. Many effectively operated supply units develop 4 training program whereby all
indtviduals in the office and warehouse train each other in their respective duties by
rotating personnel with an on.the-job training program. Many obvious advantages are obtained
thraugh this method. The unit does not lose personnel to go TAD for formal school, and the
student will experience a realisitic . aining environment.

In any effective training program, there are five basic steps that should be observed:
Tell them. Explatin edch step of the task being taught.
Show them. Demonstrate how the task s accompltshed.
They tell you. The subordinate explains the steps of task to you, the instructor.

They show you. P'h: subordinate actually demonstrates his abiltty to accomplish
task.

Repetition. The subordinate repeats telling and showing you unttl the destred
perfection {s obtatned.

A11 of these basic steps are important to ensure that the trainer and trainee
thoroughly constder and understand the scope of dutfes associated with a job asst nt.
Ideally, all nersonnel would attend a formal $chool to acQuaint themselves with the basic
skills prior to reporting for duty.

It would be best to have 2a training program whereby each individual would be tratned
without loss of time on the job. Many supply mandgers are reluctant to ?ursue an internal
traintng program because they fear that their personnel will lose valuable time performing
their routine duties. However, the supply manager should note that trained personnel
accomplish their duties more quickly and aCcurately leaving more time to conduct further
training. When properly set up, a trainin progrun can not only train your personnel, but
can work sround normal, routine duties. ere 1s much that can be satd concerning training
personnel; however, a simple inderstanding of the five bastc steps and the use of a qualified
trainer will accomplish most of the objecttves of a successful on-the.job training program.

One of the best tnstructions availeble to a supply unit comes from those who tnspect
or conduct andlysis of your account. All major commands normally have command tnspectton
teams or SASSY management teams. These teams have a responsibility to ensure comp)tance with
Marine Corps supply policies. Major conmands also offer local training programs for supply
specialties. FSMAQ and major command teams are very resourseful tn providing help where
needed. Your supply personnel greatly berefit from the supply officer®s and supply chief's
enthustasm in providing both on-the-job and outside training programs.
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EXERCISE:  Answer the following questions and check your respontes against those listed at

the end of the study unit.
1. Name the training mode that is predominant in the Marine Corps.
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2. State what is a necassary factor for obtaining the desired results from

on.the-job training.

3. List the five basic steps of an effective training program.

a.
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b.
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SUMMARY REVIEN

In this study unit you have become acquainted with the various factors to be
considared in the physical arrangement of an nffice. You are now able to describe and
understand the major cause of backlogs in paper flow and you can define and describe the
channels of interna) and external communications., You are now able to name the dominant mode

of training personnel and the five steps of an effective training program.

Answars to Study Unit # 3 Exercises
Work Unit 3-1.

1. To reach a smooth flow Of work.
2. Near the people who have greatest usage time.
3, 4, Oecrease in productivity

b. Decrease 1n effectivaness

Work Unit 3.2,

1. Misrouting in document flow
2. Used as a model to depict correct paper flow
3. Tthay w#ill <how where documents come from and where they are sent.

Wori Unit 3-3.

1. Internal and external communications
2. Communication hetwean your 0ffice and other offices
3, Communication within your unit

Work Unit 3-4,

1. On-the-job training
2. Qualified trainer
3. a. Tetl them
b. Show them
c. They tell you
d. They show you
e, Repetition
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STUDY UNIT 4
SETTING GOALS
STUDY UNIT OBJECTIVE: UPON SUCCESSFUL COMPLETION OF THIS STUDY UNIT YOU WILL BE
ABLE TD IOENTIFY THE DEFINITION OF A GOAL AND THE DIFFERENCE BETWEEN A GOAL AND AN
OS8JECTIVE. 1IN ADDITION, ¥YOU WILL BE ABLE TO IDENTIFY THE PURPOSE OF GOALS, AND
THE METHODS OF MEASURING GOAL ACHIEVEMENT.
Work Unit $-1. GOALS AND DBJECTIVES
DEF INE GOAL.
OESCRIBE WHAT A GOAL SHOULD SIGNIFY.
STATE HOW A GOAL CONTRASTS WITH AN OBJECTIVE AS IT RELATES TO TIME.
Thus far we've addressed the functions of management, the decision making process, and
the organization and management of the supply office. W2 have seen what causes paper flow,
backlogs, and how to reduce paper flow backlogs. We also have identified internal and

external communications, and have named the dominant mode of training personnel. In this
final study unit we will use those management tachniques in setting effective goals.

Each manager in addition to planning, organizing and directing his unit toward
measureable objectives, must establish goals. Goals are simply defined as accomplishments
needed to meet or?anizational objectives. If your unit's objective is to prepare fcr
deployment, you might establish such goals as the computation of quantities of equipment,
ensuring adaquate amounts of repair parts on hand to support the quantities of equipment that
the property records reflect as on hand or on custody, and the requisitioning of shortages or
the replacement of unservicesble items. In defining goals to accomplish organizational
objectives, it should be understood that goals siginfy where you are going. In contrast to
objectivas, goals are short range whereas obiactives are long range. Also, as stated above,
one objective can contain many goals.

EXERCISE:  Answar the following questions and :heck your responses against those listed at
the end of Liis study unit.

1. Darine goal.

2. What should a goat signify?

3. How does a goal contrasts with an nbjective as it relates to time?

Work Unit 4-2. PURPOSE OF GOALS
STATE THE PRIMARY PURPOSE FOR SETTING GOALS.
DESCRIBE WHY A UNIT SHOULD BE GOAL ORIENTED RATHER TH.{ TASK ORIENTED.

In establishing goals for achieving an objective, you should keep in mind the primary
purpose for setting goals: to facilitate achievement. boals are Vike stepping stones that
accomplish small or larger tasks that when combined will make the objective obtatnable. Let's
take, for example, study unit 3, where we discussed the paper flow backlogs. To reduce the
problem of backlogs you should set up goals as well constructed desk top procedures, an
organized dcik srrangement, and flow charts. A1l of these goals together make it possible to
obtain the ovjective of reducing backliog in paper flow.




Goals, combined with the management techniaues of directing, planning, and
controlling, will alleviate many delays and problems by fdentifying solutions and 1acating the
source of the problem. Goals can be used to measure the distance to an objective and to
Identify problems in reaching the ahjective. In the planning stages of unit deployment, units
would he faced with certain requirements for special clothing, special equipment,
transportation, boxes, and administrative and operational supplies. In other words, goals
serve to make ‘outine matters combine to meet an objective.

Too many inexperienced managers schedule thefr time from day to day with a 1ist of
many tasks written on a tablet. These 1ists are often titled as “Things to Do® or "Things to
Remember®. The manager most frequently 1ists such items as:

1. Locate lost shipping mat for typewriters.
2. Make sure purpose code “C* clerk has tssued fire extinguishers on custody.
3. Tell additional demands clerk which RO o reconcile next.

The above 14st that many supply managers produce to plan their time for the next day
could be avotded by using the goals which will automatically eliminate these routine
problems. An effective tratning program, desk top procedures, or ssignment of such duties to
responsible NCOs &e some goals that can help.. While ft's necessary for a supply manager to
remind himself of his managerial tasks each day, he must avoid establishing a “task oriented
unit®, but rather establish a "goal oriented unit®. Goals are accomplishments needed to reach
organfzational objectives. A goal oricnted unit achieves results, whereas 2 task oriented
unit disregards results because each task 1s 1ike a fire, and they are constantly fighting
fires. These fires spread in different directions each time so no objective is ever achieved
or even visualized.

EXERCISE:  Answer the following questions and check your responses against those 1isted at
the end of this study unit.

1. State the primary purpose for setting goals.

2. Describe why . unit should be goal orientad rather than task oriented.

Work Unft 4-3, GOAL CHARACTERISTICS
STATE THE THREE CHARACTERISTICS OF A GOAL.

hlg‘!‘utTHE THREE CHARACTERISTIUS OF A MANAGER'S ORDER WHEN DIRECTING A UN’T TOWARD

STATE THE TWO TYPES OF GOALS A MANAGER CAN USE.

By simple observation of functional areas, screening reports and 11stings, and plan.
ning training commitments, a manager is able to determine the ghjectives that must be met.
After objectives have been established, the manager’s next step is to set the goals necessary
te accomplish the organizatfonal objectives. In considering the goals that will facilitate
tne achievement of the objectives, the goal must contain three characteristics. First, the
fvel must be meaningful. Ask yourself, "Does the goal have a definite and direct approach
towards accompl{shing the objective?* *“Does the goal accomplish the needed requirements to
meet the objectivet”

The second characteristic of & goal is that it should be result oriented. Many times
supply managers may set off t2 accomplish a goal that has no result at all, or generate other
prablems that need to be corrected. For example, your unit may be in desperate need of
additional funding to support 2 large number of addit{onal demands that are needed by the
ordnance section for repairs. In a situation 1ike this, the battalion commander may express
great cuncern to the supply officer. Many supply chiefs will have the MAL clerk and
additional demands clerk provide a long 1ist of candfdates (pending additional demands) for
possibte cancellatfion.
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By cibmitting ZC1 trancactions to reguest cancellation on pending SAC-1 deficiencies and
selected back orders from the supply source, the manager has increased the possibility of
coming up with the fund$ needed. However, the manager may have saved time and funds by simply
requesting the additional funds from higher headquarters. [f denfed, then the above steps may
become your only resource, but if this suddenly unbudgeted and unforeseen expense is approed,
the manager would have saved time which could have been lost by the clerks having to =eorder
the deficiencies cancelled when funds become available later. Certainly, 1t 15 commonly
consideved qond economy and policy by most major commands to reprogram funds, 1t possihle, to
support unforeseen deficiencies; however, it's not good pslicy to cancel additional demands
when the need sti1l exists,

The third characteristic fs that the goal has to be achfeveable. In considering any
qoal towards accomplishing the otiective, be sure your unit has the means and capability to
perform the tasks related to the goal. Also consider whether a qoal can provide an
achfeveahle result based on the unit's capability and missfon, For example, your unit {s a
infantry battalion. Your unit does not possess materials handling equipment {fork 1ifts,
etc.). Consequently, building Jarger boxes for mount out suppifes as a goal may be
achieveable, meaningful, and result oriented in a qarrison sftuation, but will place
restraints on the unft in training or combat operatfons. As a manager, 1 lot of thought
should be qiven to avoid the adverse effects a minor goal may huve on attaining an objective.

In addfition to the three characieristics ot a goal, you should keep 1n mind three
characteristics of a manager's order when directing a unit toward the goal. They are the same
as those discussed in the controlling fun.tion (work unit 1-15, Acceptable Controls).

The first characteristic fs simple. A1l orders from the manager should be stated as
sinply as possible to avoid confusion or misinterpretation by subordinates, Secondly, a
manager's order should be easily understood. You should assure that all orders are eastly and
completely understood beforeé any subordinate s delegated responsibility. One way to ensure
1t 1s easily understood 1s to ask the individua: who 1s delegated responsibility If he has any
questions regarding his orders. And finally the order would be accepted as necessary. Ensure
the fimportance of an order and always avoid assigning goals that are designed to keep troops
busy. Busy work (work that has no results or meaning) should be for training perfods that
will be meaningful.

After close examination of the goals that have been selected, the manzaer should look
at his personnet to determine which of the two types of goals to use--findividual or unit
g)als. An individual type of goal would involve only one subordinate, or a few individuals
assigned different goals that require individual expedience. 1In all cases, the manager can
rely on the fndividual to carry out these goals because the goals are closely related to the
subordinate's everyday routine duties, or the goals consist of tasks that reguire no direct
supervision and assistance to complete. Urit goals are those goals assigned to the unit or a
group of individuals {normally directly supervised by an NCO). Unit goals are normally
smaller tasks that must be accomplished to meet unit objectives. Erection of tents and
unloading of warehouse and nffice supplies are unit goals that must be accomplished in order
to set up a field supply warehouse.

EXERCISE:  Answer the following guestions and check your responses against those 1isted at
the end of this study unit.
1. State the three characterisitics of a qoal,

b.

c.

2. Lis; the three characteristi:s of a manager's order when directing a unit toward a
goal,
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3. State the two types of goals a manager can use,

b.

Work Unit 4-4. HOW GOALS ASSIST SUBORDINATES
STATE HOW A ROAL, ORIENTED UNIT ASSISTS SUBOROINATES.

OESCRIBE HOW SETTING A GOAL FOR A SUBORQINATE CAN ASSIST THE MANAGER IN HIS
ADMINISTRATIVE DUTIES.

Once a manager has grasped the skills of mana?ement techniques and his unit is now
mov ing towards objectives as & goal oriented unit, all of the people that are a par. of this
successfully run unit benefit in many ways.

As an experienced supply manager, you can recall the feeling of relief once a
successful inspection or anﬂ{:is is over. All the subordinates con?ratuiate exch other and
discuss the final ~esults of the inspection, and a new feeling of unity is shared among a1l
the supply personnel. This feeling of unity can be regenerated time and time again by the
accomplishment of goals, both individually and as a unit. In work unit 4-2 we saw that a goal
orfented unit achieves results. Likewise, & goal orfented unit assists subordinates in
heigin? them set personal work targets. A unit that prepares well for an inspection or
tnalysis s goal orfented in order to reach the final objective of a favorable report. A unit
or individual that sets his goals can better visuslize where he fs ?oin » and in doin? $0, con
readily indicate what ?ersona'l work targets need to be set. A pudblication/research clerk sets
the goal of ensuring all required publicatfons are on hand or on valid requisition., He starts
out by chcckinq_h:l\e unit T/E and determines each item the unit rates and {ts identificat’
number {ID), clerk is careful to determine that preferred, limited standard, and
substandard items may be on hand and reflect different [D numbers. The cierk then sets
parsonal work targets o reconcile the on hand publications with the reviewed Hstin? of
required publications that has been developed. Even before accomplishing the reconciliation,
the clerk already knows what the work terget will be, The clerk has become goal orfented,
feels job satisfaction in his accomplishments, and is more willing %o minta?: the
publications in - state of readiness,

Setting goals for a subordinete con assist the supply manager fn his sdministrative
duties. When subordinates have established goals, the manager will find it useful in his
evalustion of the individusl. The manager can better guide the subordinate towards goals by
knowing where the subordinate should arrive at any given time. Using the goals that each
individual or section has, the mansger can visualize where breakdowns may occur, Controlling
and directing come into p{l,y in correcting the breakdown and in steering the unit or
individual toward the gbjective. When qroup discussions are conducted with all the supply
personnel on matters of goals completed and assignments of new goals, it will help each
fndividual toward & better understanding of their purpose in the section. It also assists in
having a better overview of what is going on within the supply section and unit as 2 whole.

EXERCISE: Answer the following questions and check your responses against those Jisted at the
end of this study unit.

1. State how a goal orfented ynit assists a subordinate.

2. Describe how setting goals for a subordinate can assist the manager in his
admintstrative duties.

Work Unft 4.5. MEASURING GOAL ACHIEVEMENT
DESCRIBE THE THREE METHOOS USED TO MEASURE GOAL ACHIEVEMENT.

4.4
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Once achieved by the subordinates, goals are reviewed for completeness and accuracy by
the manager to insure that the unit 1s headed in the right direction. The review of these
goals helps predict possible breakdowns and provides the manager with the necessary
information in developin? alternative solutfons. The methods of measuring goal achievement
are like that of controliing. Otirect observation is used when the supply manager 1s able to
afford the time to closely supervise or evaluate the personal work targets of an Individual as
the qoal 1s being accomplished. Reports can be provided to the manager by transactions
processed or nonconmissioned officers assigned responsibility for controlling a particular
functional area. Records, 11ke reports, stem from the completion of transactions and are
recorded on internal unit records.

A1 of these methods of measuring goal achievement provide the manager with the con-

cise tools needed to properly manage by directing and controlling all functional areas toward
the completion of goals and the accomplishment of objectives.

EXERCISE:  Answer the following question and check your response against those Jisted at the
end of this study unit.

1. Describe the three methods used to measure goal achievement,

b.

c.

SUMMARY REVIEW

In this study unit you have been taught the definition of a goal. You should now know
the difference between a goal and an objective and how they relate to each other. You have
seen how a goal oriented unit directs a unit towards its objective and provides both the sub-
ordinate and the manager with insight of where they are going and evaluation of their
accomplishments,

Answers to Study Unit #4 Exercises
Work Unit 4-1,
1. Accomplishments needed to meet organizatfonal gbjectives.
2. Where you are going.
3. A qoal 1s short range whereas an objective 1S Jong range.
Work Unit 4.2,

1. Facilitate achievement.
2. A qoal oriented unit achieves results, whereas a task oriented unit disregards
results,

Work Unit 4-3,
1. Must be meaningful
Result oriented
Achieveable
2. Simple
Easily understood
Accepted as necessary

3. Unit
Individual

Work Unit 4-4,
1. Helps subordinate set personal work targets.
2. Useful in evaluation of individual.




Work Unit 4-5,
1, Ofrect observation

Reports
Records
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SUPPLY MANAGEMENT
Review Lesson

Instructions: This review lesson s designed to afid you in preparing for your final
examination. You should try to complete this lesson without the aid of reference
materials, but if you do not know an answer, look it up and remember what It is. The
enclosed answer sheet must be filled out according to the instructions on its reverse side
and mafled to MCI using the envelope provided. The questfons you miss will be listed witn
references on a feedback sheet (MCI-R69), which will be mafled to your commanding officer
witn your final exam. You should study the reference materfal for the questions you
missed before taking the final exam.

A. Matching: In the group of {tems below (ftems 1 to 4), matcn the function of management fin
column 1 with the appropriate definition in cotumn 2. Ffor each item, select the ONE
letter {a, b, ¢, or d) indicating your chofce. After the corresponding number on the
answer sheet, blacken the appropriate circle.

Value: 1 point each

Column 1 Column 2
function of management Def initfon
1. Planning a. Regulating tne organization to ensure tne
achievement of goals and completion of the
2. Organizing plan
3. Directing b. Where you want to go and how you will get
there

4. Controlling
¢. To arrange elements into a whole of
interdependent parts
d. Activating the unit into motion
B. Multiple Chofce: el the ONE answer which BEST completes the statement or answers the
question. After the (>cresponding number on the answer sheet, blacken tne appropriate
circle.
Value: 1 point each

5. Two characteristics of a beneficial plan are that it must be clearly defined and be
economical. What are the otner two Characteristics?

4. Accepted as necessary and uses specfalists* expertise
b. Simple and flexible
c. wreatfve and logical
d. Concise and brief
6. What time period i$ associated with long term planning?

a. More than one year ¢c. Five years or longer
b. Two years or less d. Ten years maximum

7. What management level s concerned with long term planning?

a. Regimental command level c. CMC and DOD tevel
b. S$Squadron/battalion tevel d. First line supervisor level

8. What management level is concerned with short term plamning?

a. Regimental command Yevel ¢. CMC and DOD 1evel
b. Squadron/battalion level d. First line supervisor level

9. The period of time associated with short term planning fis

a. more than five years. ¢c. immediate future.
b. ten year maximum. d. more than one year.
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10. uWhat 18 the leve) of management of the Supply cnief?

a. Regimental command level ¢c. CMC and DOO level
b. Squadron/battalion level d. First line supervisor level

11. The two factors with which organi2ing 1s specifically concerned are

a. facts and opinions.

b. Jjobs and relationships a#ng people.

c. motivating and demotivating.

d. understandability and acceptance as necessary.

12. Two principles of organfzation are the need for unity of command and tne need to
define the span of control. Nhat are the other two?

a. Homogenous assignments ane delegation of authority

b. Clear division of authority and fostering speedy action

¢c. Determining who must be consulted, and who must make a decision
d. Easily understood and accepted as necessary

13. Being simple, having a clear division of authority, and aiding speedy action are

three advantages of a organaization.
a. FNF c. .line and staff
b. line d. Dbase
14. Freeing executives of detail analysis and using spacialists' expertise are two
advantages of a organization,
a. FWNF t. line and staff
b. lin‘ d. base
15. Conflicting with 1ine of authority and precluding specialists from implementing
action are two disadvantages of a organization.
a. FMF c. line and staff
b. line d. base
16. Negating the effort of specialists and overburdening key personnel are two
disadvantages of a organization.
a. W c. lin: and staff
b. 1line d. base

17. How is a unft put into motion?
a. By tssuing orders or instructfions
b. By motivating underqualified managers
c. By using the reward/punishment principle
d. By delegating responsibility
18. What is the one essential elément to directing?

a. Motivating ¢. Punishment
b. Organizing d. Planning

19. The prime demotivator in directing personne) is

a. fnadequate organization. ¢. a technically unqualified manager.
b. insufficient supplies. d. poor planning.

20. The prime motivator in directing personne) is

a. financial reward. ¢. promotion.
b. asstgnment of responsibility. d. reduced workload.

21. When a manager assigns responsibility, what are the three advantages in developing
subordinates?

a. Motivation, knowledge, and skill c¢. Skill, self.pride, and authority
b. Initfative, skill, and competence d. Initfative, skill, and pride

R-2
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23.

?4-

e

26,

27.

?ﬂ‘

1,

0.

31,

2.

Experience, competence and the desire for ec2sponcibility are three factors a
suhord inate should have when he is assigned responsibility. Wiat are the niher two
Factyrs?

4, B¢ able tn handle suhordinates and make go.d decisions

h., Be skillful and compotont

r.. Wsa strang leadership prinziples and desire respmnsihility

d. Not he overloaded with other work and possess juldgement facultfes o mak?

dac isfons

Wnat i35 the assential characteristic a subordinate qust have tu operate effectively?

a. Senfority aver subirdinates ¢. Manager's confifance
h, Resoect of sivrdinates 4. All necessary tonls and supplies

What must a manager 2niqre an individual assigned a tas'c has?

3. Seniority over subordinates ¢, Desire to do the loh
. 311 eelovant facts d, Experience

[n assigning respansibility, )2 nanager must allow For

a. shartages in parsonaet, ¢. enough time to accomplish the task,
h, lai of keafoad §2)'s, d, mistakes,

A manager may asstgn rasponsibility ag further than

a, the maaqger's limit of authority,

b. the experience of the subordinate,

£, those matters pertaining to supply operations.
d. altowed by the rank of the fndividual.

What principal advantage 4oes a manager obtain when he assigns responsibility to
vthars?

4. Improvas skills of subordinates

b, Demonstrates manager's abilities to subardinates
c. Provides himself with more time for other tasks
d, Gives intreased prodquctivity

Threa sharactaristics of an acceptable control are:

a. simple, =asily unierstond, and accepted as necassary.

b, the eight nucision, the desfired resylts are achleved, and additfonal action is
dane as required.

¢. must be meaninaful, result oriented, and achievable.

d. clearly defined, Flexihle, and economical,

The amount and type of contronl is deternined by

a. each tndividual situatian, ¢, the time 1imits imposed.
., youe fcprience tn this area. d, the numher of suimrdinates assigned,

Whan is the control function implemanted?

3. furing performance of the task ¢. After the task {s completed
h. During task planning d, During the organizatfon phase

What are the theee means of control?

3, Netegation of asthority, meatings, and reports
b, Direct chservatinn, reports, and records

.. Feedhack, reports, and meetings

4. Assigning rasponsthility, razards, and reports

Personnel and ineffictency are two forms of problems that will confront a manager.
What is the other ane?

a. Eguipment ¢. Enough supplies
b, Breakdown in operations d. Budget
R-3
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‘3.

35,

3?0

ia.

39,

40.

410

420

43.

44,

Refare 3 problem ¢an e defined, what myst a manager initially acconplish?

a, eansult suhardinates -, Analyre the situation
h, Investigate the facts d. Gather all relevant data

Wnat two types of data are assaciated with problem solving?

a, Fats and opinions ¢, Llogic and creativity
b, Records and reports d, Logic wnd suggestions

Def ining specificatfons is a point that must be considered in problem

a, Jdefinition, ¢, analysis,
h, development, d. solution.

Why must a manager develop more than one solution to a problem?.

a. Tn consider ali the facts ¢. To acknowledge each suhordinate
b. To find the hest solution d. To evaluate individual performance

What two traps does developing alternative solutions help a manager avaid?

a, Excesslve records and reports

h, Plannirg for too short Or too 1ong a term
¢. Inaccurate feedback

d. Owviouws and efther/or solutions

What arv the three sOurces a manager can use to develop solutions?

a, ‘Jobs, relationships among people, and functions
h, Records, reports, and directives

«. Fiperiance, logic, and creativity

d. Initlative, skill, and Compatance

Nirection from higher authoritv and linited paterials are two factors that limit a
manager's diseretion in developing alternative solutinns. What is the other one?

a. Dry run of the solution ¢, Time
b, Fiscal Timitations d. Other du*ies

The two harriers to a manager's creativity are

a, fear and habit, ¢, organization and chain of command.
i3, 4perience and Ingic, d, detailad amalysis and use of specialists

What two factors should a manager consider in choosing a sotutinn?

a, Wi the snlitfon solve the priblem, and are the means avatlable,
b. Is the decision the right one, and are the results being achieved.
¢. Is additional action required, and are all reports completed.

d, Where documents come from, and where they go,

1n choosing tha hest solution the two primary considerations are

a. <ost and manpower required,

h., wurgency and availahility of funds.

c. simplicity and flexibility,

d., greatest results with least effort,

The essential quality, in selecting the pest solution, is that it must be

a, logical, ¢. Creative,
b. flexihle, d. economical.

Two methods for obtaining feadback are
a, personal checks and periodic reports.
h. inCredses in productivity and effectiveness,

C. units and individuals.
d. directives and memorandums,
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4%, [ gddityon t, telbing tne manager whether tne decisfon is the rignt one and if tne
desirad results are being achieved, what question does feedback answer for tne

manager?
4. Was tne plan logical? ¢. [Is addi*ional action required?
b, [s the plan economical? d. Will a report be required?

Matching: In tne group of items below (items 46 to 49), match tne term in coulmn 1 witn
the appropriate definition in column 2, For each item, select the QNE letter (a,b,c, or
d} indicating your choice. Atter the corresponding number on the answer sneet, blacxen
the appropriate circle,

Value: 1 point each

Column 1 Column 2
Term Definition
4R, Feedback a. Accomplishments needed to meet

organfzational objectives
A/, External communication
b. Means of finding out how the decision fs
4s,. Internal communication working

da, Goal ¢. [nformaticn traveling between your office
and other offices

d. Informatfon traveling within your unit

Muitiple Chotce: Select the ONE answer which BEST completes the statement or answers the
question, After tne corresponding number on the answer sheet, blacken the appropriate
“ircle,

Yalue: 1 point each
0. Wny should desks be strategically placed witnin an office?

a. Tu reduce office size to a minimum

b, To produce a smooth flow of work

¢. To place personnel in order of seniorfty
d. To aid the manager in observing workf low

h]. wWhere should offfce equipment be located in an office?

a, Toward the front of the office
b, Toward tne rear of the office
¢. Near the customer counter

d. Near the pe-ple who use it most

A7, FPcor lighting nas an effect on

a, planning and organization. ¢, productivity and effectiveness,
h, records and reports. d. communications and movement,

f31. The major cause of backlngs in transaction processing is

a. requests for unneeded m**erial. ¢. Uuncompleted forms.
b, misrouting in document flow, d. communication with other offices,

4. How does a flow chart aid the paper flow in an office?

a4, Acts a5 a model to show Correct paper flow
b, Prevents breakdowns

¢, Labels each work station with its function
d. Prevents Jost transactions

AR, What does a desk top procedure tell you about documents?

The myfor ¢ tegorfes under which they are filed

The topics and organization of their subsectfons
where they come from and where they are sent to

How they relate to the general workflow of the office

St T
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H6, what activity should demand most of a manager's time?

a. Training c. Communicatfons
b. Lonq range planning d, Organizing

57. The type of training that is most frequantly used in the Marine Corps fs

a. formal schools. c. on-the-jou training.
b, correspondence courses, d. other service schnols.

58. What fs the most critical factor in getting good results from on-the-job training?

a. Intelligent students c. Well organfized material
h, Maliffed instructors d. A quiet work area

54, In the 1ist of the Five hasic steps for effactive training, what s the last step?

a, Show them c. Tall them
h, They show you d, Repetitio

AN, What shouid a goal signify?

3, Wi2~2 ¥yl are going c. How you are going there
b. Wnere you have hoeen d. The steps for getting there

61. In ralation to time, how does a noal compare with an objective?

a. Goals are short range, and objectives are long range.
b, Ohjectives are short range, and goals are long range.
¢. Both goals and ahJwtivas dnal with 1ang range p)anning.
d, fnth gnals and ohjectives deal with short range planning.

A2. What 1s the primary purpose for setting goals?

a, To find out how well the plan s working

b. To help get the job done

c. To assist in preparing reports of what has heon done
d, To keep a record of how the job was done

63, Why should a unit be goal orfented rather than task ortented?
a, A goal oriented unit gets results.
b, A task orfented unit gets results.
c. A goal orliented unit disregards rasults,
4. A rask oriented unft accomplishes the mission.
64, The three characteristics of a goal are
a. inftiative, skill, and competence.
b, simple, clear authority, and aids speedy action.
c. cladr definftion, simplicity, and flexthility.
d, meaningful, result orfented, and achievaula.

A5, The three characteristics of a manager's order fr. a goal diracted yaft are that it
be simpln, easfly understand, and

a, Flexible, C. written and published.
b, accepted as necessary, d. approved by higher authority.

hh. What are the two types of goals a manager can usa?

a, Unit and individual c. GBueneral and specific
b, Tmmediate and 1ong tern d. Broad and narrow

A7. How dnas having 3 gnel oriented unit help subordinates?
a. Makes their work casier
b, Allows Flexihility In Job assignm.anls
C
d

. Makes rating the work fairer
. Helps them set personal work targets

R-6
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How does setting subordinate qodls help the manager la his administcative duties?
a, Helps him evaluate the subordinate

h., Sats prioritins for 1ia

. Allows for equal work distribution

1, Permits job transfar wnea p2riynnel are absent

In addition to reports amd rrcords, what is the third methad of measuring goal
achievement?

a, S§5.0.p, c. Efficiency ratings
b, Turnover falder d. Direct observation

Total Points: &9
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COURSE IMPROVEMENT SURVEY

The Marine Corps Institute would appreciate your halp in improving cthe coures you have just coa-
pleted. 1f you would take a fow minutes to complete the followisd survey, we would have valuable
information to halp us improve thie couree. Your answare will by kept confidential and will in
no way affect your grade.

Course Number l Rank MOS

Name (Optionall

Military Address (Optionall

1. pid you find inaccurate or outdated information in this course? (] ves Qo

List the areas you found ipaccurate or out of date. Give payge or paragraph i poesible.

2. How long 414 it take you to finish the cours:?

01-5 houre 0 11-15 hours 0 More than 20 hours
O6-10 nhoure 0 16~20 hours

3. Were the procedures taught in this course underst'.adable and useful? [J tes o

1f "No,” how could they be ilmproved?

4. How much of the material taught in this course can you apply to your job?

O Aimost all 0 very little ] none
] Moze than half () Less than half

%, D0id you have trouble reading oy understanding the material in this course? [JYes Qo

1f "Yes,”, explain

6. Mere the illuetrations in thie course helpful? Ovee (o

1f "No,* how could they be improved?

7. Put an *X" in a box on the gcale below to show how well you feel the lessons and the course
materials prepared you for the final examination. (On this scale “10* indicates that the
material preparad you very well, a "S5" indicates adequate preparation, and a "1* indicates very
poor preparation.)

Very Poor Mequate Very wWeil

1 2 ) 4 5 6 ? e 9 10

8. If you asked MCI for help: were the answars tO your questions helpful?

Qtes O e (] No questione sent to MCL

9. Please list below any suygestioas you may have to improve this course. Try to be specific; give
page or paragraph numbers. {fou may also use the space on the back Or attach additional sheets.)
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T&E-1
STUDENT COURSE. CONTENT ASSISTANCE REQUEST

DATE::
TURSE MMBER T TTTORSE TmE T T
we T CRANK T NS
SOCIAL SBCURITY NOMBER . .
COMPLETE MILITARY ADDRESS: e

1. Use this form for uny quesiions yon may have about thaig course.  drite out your question
and reter to the study unit, work unit, ar study Jquestion which you - having probloms with,
Camplete the sel f-addresscd block on the eeverse side. pefore mail:r:, fold the form and
staple it so that MCI's address is showing., Additional shects may b ttached to tha  side of
the form.

CUR ANSWER 1S
MY QUESTION IS% . e Ve e .
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DATA REQUIRED BY THE PRIVACY ACT GF 1974
(5 U.S.Co 52”)

1. AUTHORITY: Title 5, USC, Sec. 301. Use of your social Secui'ity Numbor is authorized by
Executive U-der 9397 of 22 Nowv 43,

2. PRINCIPIL PURPGSE(Ss: The Student Course Content Assjistance Request 18 ysed to transmit
information concerning student participation in MCI courses.

). RUTING USE(S): This itnformation i8S used by MCI personne! to rescarch student ingquiries.
In some case 8 information contained therein is used to update corresiondence courses and
imdividual student records maintained by the Marine Corps Insitute,

4. MANDATORY OR VOLUNTARY DISCLOSURE AND EFFECT ON INDTVIDUAL NOT' PROWIDING INMFORMATION:
pisclosure i.: woluntary, Failure to provide information may result w the provision of incan-
plcte service: to your inquiry. Failure to provide your Socidal Secw ity Mumber will delay the
processing ol your assistance request.
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INSTRUCTIONS TO STUDENT

1. Fold so that MCl address is outside
2. Insert course number in square marked "Course Number"
below

3. Seal with scotch tape or or.2 staple
4. Mail to MCl

DEPARTMENT OF THE NAVY
MARINE CORPS INSTITUTE

"o o 1775 ARt L
ARLINGTON. VIRGINIA 22222 pov I

OFFICiIal BUSINESY
PENALTY FOM PRIVATE USE. $300
COURSE NUMBEAR

L 1

THE DIRECTOR

MARINE CORPS INSTITUTE
BOX 1775

ARLINGTON, VIRGINIA 22222

ATTN: MOSTD

Use this space for additional comments.




